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SUMMARY
Some Determinants Of Job Satisfaction
For a sample of 50 managerial-supervisory, 30 workstudy 
practitioners and 285 semi-skilled operators, data were collected 
concerning job satisfaction using 31 items from a questionnaire.
Ten firms manufacturing different products and operating various 
types of financial incentive schemes were sampled. Bata from 
operatives and reflecting five determinants were intercorrelated 
and analysed. Of the four determinants correlated with operator 
satisfaction, management controls and work study controls made 
the most significant contribution indicating that as these 
controls increased in effectiveness so did satisfaction. The 
level of replies from the three groups of respondents were 
measured and analysed to determine levels of communication but 
little relationship was found.
A hi gh negat ive c orre1at i on was found t o exi st bet ween 
satisfaction and labour turnover thus supporting previous research 
(Blum 1968)0 Other characteristics such as age, sex, length of 
service were not found to be significantly associated with
sat i afacti on.
It was felt a relationship existed between satisfaction - 
certainty and alienation and efforts were made to measure these 
relationships. It was not possible to be too categoric and 
alienation and certainty reflected a state of mind nevertheless 
the results appeared to support assumptions made and alienation 
and uncertainty appeared to have causal relationships with management
and work study controls which correlate with satisfaction. In 
conclusion the results appear to substantiate this somewhat new 
approach and would present an interesting area for future 
research.
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ABSTRACT
The aim o f  t h i s  re s e a rc h  was to  examine w hether a number o f  
se le c te d , v a r ia b le s  c o n t r ib u te d  t o  o p e ra to r  s a t i s f a c t io n  (O S ).
The v a r ia b le s  were c o n ta in e d  w i t h in  s p e c i f i c  f a c t o r s ,  f i v e  v a r ia b le s
w i t h in  each f a c t o r ,  and th e  fa c t o r s  were:
O p e ra to r  U n d e rs ta n d in g  OU
O p e ra to r  S a t is f a c t io n  OS
Work S tudy C o n t ro l WSC
O p e ra to r  C o n t ro l OC
Management C o n t ro l MC
Th ree  g ro up s i n  te n  com panies were asked to  answer q u e s t io n n a ire s ,  
th e  group s w ere :
Management 
Work S tud y 
and O p e ra t iv e s
I n  o rd e r  to  o b ta in  a re p r e s e n t a t iv e  sam ple-com panies u s in g  
d i f f e r e n t  f in a n c ia l  in c e n t iv e  schemes were chosen . The r e p l ie s  
were a n a lyse d  i n  r e la t i o n  to  th e  companies i n  each scheme. The 
schemes w ere :
R e g re s s iv e
S t r a ig h t  P r o p o r t io n a l 
Graded Measured Day Work 
Measured Day Work (No scheme)
The th e o ry  s t -a t e d : -
« W orkers l i k e  c e r t a in t y  and d i s l i k e  u n c e r ta in t y  i n  some a sp e c ts  
o f  t h e i r  w o rk in g  e n v iro n m e n t9e
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The more e f f e c t i v e  management and. work s tu d y  c o n t r o ls  a re  seen
to  be b y  th e  o p e ra to rs , th e  h ig h e r  th e  o p e ra to r  s a t i s f a c t io n  and
t h e i r  c e r t a in t y .
P r e d ic t io n  I I
I f  management and work s tu d y  c o n t r o ls  a re  lo w  th e n  o p e ra to r  
s a t i s f a c t io n  w i l l  be h ig h  o n ly  i f  o p e ra to r  c o n t r o l  i s  h ig h .
P re d ic t io n ' : : - I I I
The h ig h e r  th e  le v e l  o f  com m unication as s e e n .b y  o p e ra t iv e s  
th e  h ig h e r  th e  le v e l  o f  o p e ra to r  s a t i s f a c t io n  and c e r t a in t y .
A l l  th e  independent v a r ia b le  mean sc o re s  were measured a g a in s t  0 oSo th e
dependent ' v a r ia b le  f a c t o r ,  u s in g  m u lt ip le  re g r e s s io n  a n a ly s is  and 
P e a rso n 9 s p ro d u ct moment' c o r r e la t io n  programme. An a n a ly s is  o f  
v a r ia n c e  found th e  answers to  be. m e a n in g fu l. The assum ption  and 
P r e d ic t io n  1 were s u b s ta n t ia te d  and P r e d ic t io n  I I  and I I I  r e fu te d .
OS was found to  have a h ig h  n e g a tiv e  c o r r e la t io n  w ith  L a b o u r Turn over^  . 
and P ro d u c t iv e  E f f e c t iv e n e s s  was found not to  c o r r e la t e  w ith  any o th e r  
v a r ia b le .  Background in fo rm a t io n , i ne .  age, s e x , le n g t h  o f  s e r v ic e  e t c .  was 
n ot s i g n i f i c a n t l y  a s s o c ia te d  w ith  any o th e r  f a c t o r  i n  t h i s  re s e a rc h .
I t  i s  th e re f o re  p o s s ib le  to  s ta te  th a t  w orkers  l i k e  c e r t a in t y  
and d i s l i k e  u n c e r ta in t y  i n  some a sp e cts  o f  t h e i r  w o rk in g  environm ent 
and th a t  as management and work s tu d y  c o n t r o ls  in c re a s e  i n  
e f f e c t iv e n e s s  th e n  so does QS0 Th a t g e n e r a l ly  th e  le v e l  o f  MGs 
and WSCs a re  p r e d ic t o r s  o f  th e  le v e l  o f  0So Th a t a l ie n a t io n  and
u n c e r t a in t y  have c a u sa l r e la t io n s h ip s  w ith  th e  le v e ls  o f  MGs and 
WSCs.
Prediction I
CHAPTER I  
INTROBUCTIOH
The m a jo r it y  o f  p e o p le  spend a la r g e  p r o p o r t io n  o f  t h e i r  l i v e s  
a t t h e i r  p la ce  o f  work and th u s  th e  n a tu re  o f  th e  w o rk in g  en viron m en t 
i s  o f  g re a t im po rta nce  t o  them . I n  th e  p a st th e  w o rk in g  environm ent 
has been s t r u c tu r e d  a c c o rd in g  t o  th e  needs o f  management a lo n e : th e  
c r i t e r i a  f o r  su ccess  have been  econom ic and te c h n o lo g ic a l r a t h e r  th a n
i
th e  needs o f  th e  in d iv id u a ls  m a in ly  re s p o n s ib le  f o r  a c h ie v in g  m anagement's 
n e ed s . I n  re c e n t y e a rs ? h ow eve rf because o f  p re s s u re  from  T ra d e s  U n io n s , 
in d iv id u a ls  and some le v e l s  o f  management, i n d u s t r i a l i s t s  have become 
r e c e p t iv e  to  th e  id e a  o f  p ro d u c in g  a w o rk in g  environm ent i n  w hich  b o th  
th e  economic and human needs can  be f u l f i l l e d .  The aim s/are t o  
produce  an environ m en t w h ich  a llo w s  f o r  h ig h  e f f ic ie n c y  and a h ig h  
le v e l  o f  w o rker s a t i s f a c t io n .  I t  has been  s ta te d  th a t  
th e s e  two aims appear t o  be in c o m p a t ib le , (Blum and N a y lo r ,  1968) 
and a lth o u g h  con ce rn e d  w ith  th e  r e la t io n s h ip  betw een s a t i s f a c t i o n  and 
perform ance  th e  p r im a ry  aim o f  t h i s  re s e a rc h  i s  to  r e la t e  c e r t a in  
a s p e c ts  o f  th e  w o rk in g  e n v iro n m e n t to  th e  p r e v a i l in g  le v e l  o f  o p e ra to r  
s a t i s f a c t io n .
Th ere  has been  a c o n s id e ra b le  amount o f  re s e a rc h  co n ce rn e d  w ith  
o p e ra to r  s a t i s f a c t io n  and a .num ber o f  th e o r ie s  advanced. I n  g e n e ra l 
how ever th e se  t h e o r ie s  have been l im i t e d  in  t h e i r  use to  in d u s t r y  
as th e y  cannot be e a s i l y  and u n a m b ig u o u s ly  t r a n s la te d  in t o  p r a c t ic a l  
p o l i c y .  The aim o f  t h i s  t h e s is  i s  to  produce  a th e o ry  w h ich  i s  b o th  
e m p ir ic a l ly  t e s t a b le  and w h ich  can  be o f  use  to  management and w o rk e rs  
i n  p u r s u it  o f  th e  aim o f  in c r e a s in g  o p e ra to r  s a t i s f a c t io n .  I t  must be 
p o in te d  out a t t h i s  s ta g e  th a t  th e  proposed iheoiy(Chapter ID ) dees ro t attempt to
-  1 -
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be com ple te  i n  th e  sense th a t  a l l  th e  d e te rm in a n ts  o f  o p e ra to r  
s a t i s f a c t io n  v a i l  be s p e c if ie d ;  in d e e d  t h i s  w ould  be a lm ost im p o s s ib le  
i n  one p ie c e  o f  re s e a rc h . O f th e  many im p o rta n t d e te rm in a n ts  o f  
o p e ra to r  s a t i s f a c t io n  th a t  v a i l  n o t be exam ined a re  th o s e  concerned 
w ith  s o c ia l  r e la t io n s h ip s  a t work and e x t e r n a l f a c t o r s  and in f lu e n c e s .
The p re s e n t t h e o r y  i s  o n ly  concerned t o  d is c o v e r  th e  d e te rm in a n ts  o f  
q p e ra to r  s a t i s f a c t io n  w ith in  th e  w o rk in g  e n v iro n m e n t. I t  i s  f e l t  
p r e f e r a b le  t o  p roduce  an e x p l i c i t  i f  in c o m p le te  t h e o r y  r a t h e r  th a n  an a l l  
em bra cin g  b u t  n e c e s s a r i ly  more com plex t h e o r y .  As t h e o r ie s  become more 
com plex th e y  te n d  t o  become more d i f f i c u l t  to  in v a l id a t e  and i t  i s  hoped 
th a t  th e  p re s e n t th e o ry  i s  s u f f i c i e n t l y  s im p le  and e x p l i c i t  n o t to  s u f f e r
this defect. This therefore is the reason for excluding other variables 
from this-research.
In  t h i s  in t r o d u c t io n  th e  t h e o r y  w i l l  be o u t l in e d  to g e th e r  w ith  th e
methods t o  be u sed  i n  t e s t in g  h yp o th e se s  g e n e ra te d  b y  th e  th e o r y .  A l l  
th e  r e le v a n t  p o in ts  w i l l  be d is c u s s e d  i n  more d e t a i l  l a t e r .  I t  i s  
th o u g h t u s e fu l,h o w e v e r ,  t o  p re se n t an o v e rv ie w  o f  th e  p r o je c t  a t t h i s  
s ta g e .
T h is  re s e a rc h  w i l l  be r e s t r i c t e d  to  te n  com panies, where p o s s ib le  
m a n u fa c tu r in g  d i f f e r e n t  p ro d u c ts  o r  p ro c e s s e s . I t  i s  a ls o  in te n d e d  to  
s e le c t  com panies o p e ra t in g  d i f f e r e n t  ty p e s  o f  f i n a n c ia l  in c e n t iv e  
schemes i n  o rd e r  to  o b ta in  a more r e p r e s e n t a t iv e  sam ple.
T h re e  s p e c i f i c  g ro up s w i l l  be id e n t i f ie d * -  management, work s tu d y  and 
o p e r a t iv e s .  The le v e l  o f  management s e le c te d  w i l l  bs th a t  le v e l  o f  
management who implem ent th e  p o l i c ie s  a t th e  company and e x e rc is e  th e  
c o n t r o ls  c o n s id e re d  n e c e ssa ry  to  a c h ie v e  th e  r e q u ir e d  o b je c t iv e s  and 
g o a ls  o f  th e  o r g a n is a t io n .
Work S tud y P r a c t i t io n e r s  and I n d u s t r ia l  E n g in e e rs  a re  th o se  
s p e c ia l i s t s  re s p o n s ib le  f o r  th e  a p p l ic a t io n  o f  econom ic and e f f e c t i v e  
method s tu d y , and th e  c o m p ila t io n  o f  s ta n d a rd  tim e s f o r  each ta s k .
They are  a ls o  seen to  be re s p o n s ib le  f o r  th e  m o n ito r in g  and c o n t r o l  
o f  e x is t in g  f in a n c ia l  in c e n t iv e  schemes. Work S tudy a re  a ls o  in v o lv e d  
in  d e a lin g  w ith  q u e r ie s  th a t  d i r e c t l y  and in d i r e c t l y  a f f e c t  p r o d u c t i v i t y .
The o p e ra t iv e s  '-selected w i l l  be'those of a semi skilled nature and w o rk in g  
m a in ly  on assem bly and s im i la r  ty p e  w ork . The re a so n  f o r  s e le c t in g  
t h i s  ty p e  o f  o p e ra to r  i s  th a t  th e y  have more c o n t r o l  o v e r  t h e i r  
re s p e c t iv e  o u tp u t , as compared to  o p e ra to rs  w o rk in g  on m achines o r  
c o n ve y o r ty p e  work who have l i t t l e  o r  no c o n t r o l  o v e r  t h e i r  o u tp u t . 
O p e ra to rs  i n  th e  f i r s t  case ' a re  c o n t r o l le d  b y  th e  machine speeds 
and h orsep ow er,a n d  i n  th e  l a t t e r  case b y  th e  speed o f  th e  c o n ve yo r 
w hich  i s  l in k e d  to  th e  g ro u p  p e rfo rm an ce . The term, u n s k i l le d ,  s.emi s k i l l e d  
and s k i l l e d  o p e ra t iv e s  w i l l  be used  i n  a way re c o g n is e d  b y  in d u s t r y .
W h ils t  many peop le  lo o s e ly  a s s o c ia te  s k i l l ,  m th . a lm ost any p e rso n  and 
s i t u a t io n ,  th e  more s p e c i f i c  d e f in i t io n s  rec.ogn ised  b y  in d u s t r y  a r e s -
.An. u n s k i l le d  o p e ra to r  r e q u ir e s  no s p e c i f i c  t r a in in g ,  o n ly  an 
id e n t i f i c a t io n  o f  d u t ie s  o r  ta s k s , f o r  example a la b o u re r  — sw eeping 
up a p re s c r ib e d  a re a , p u s h in g  a  ba rrow , lo a d in g  and u n lo a d in g  m a te r ia l .
A s e m i -s k i l le d  o p e ra to r  i s  one who re q u ir e s  from  two weeks upwards in  
t r a in i n g  -  a sse m b ling  com ponents, o p e ra t in g  a p ie c e  o f  equipm ent ©r a 
m achine. A s k i l l e d  o p e ra t iv e  -  g e n e r a l ly  a tradesm an, to o lm a k e r, a 
m achine t o o l  s e t t e r  -  f i t t e r  -  m aintenance e n g in e e r -  e le c t r i c i a n .  The 
l a t t e r  a re  jo b s  th a t  re q u ir e  a number o f  y e a rs  t r a in in g ,  o f t e n  an 
a p p re n t ic e s h i p .
The b ro a d  o b je c t iv e s  h a v in g  been id e n t i f i e d ,  th e  a re a  s e le c te d  
f o r  each company w i l l  be th a t  o f  a departm ent in v o lv e d  m a in ly  in  
assem bly work and c o n s is t in g  o f  a s e le c t io n  o f  about tw e n ty  t o  t h i r t y  
o p e r a t iv e s ;  two to  s i x  work s tu d y  p r a c t i t io n e r s ,  and two to  tw e lv e  
management *
The a u th o r has worked f o r  o v e r  tw e n ty  y e a rs  in  in d u s t r y  from  
shop f l o o r  th ro u g h  v a r io u s  le v e l s  o f  management® He has a ls o  
e xp e rie n c e d  th e  r o le  o f  shop stew a rd  and been in v o lv e d  i n  an 
o rg a n is a t io n  where in d u s t r ia l  u n re s t  and a number o f  f a i lu r e s  to  
agree occurred®  The a u th o r has been made aware on numerous o c ca s io n s  
o f  th e  re a so n s f o r  s a t i s f a c t io n  and d is s a t i s f a c t io n  i n  th e  in d u s t r ia l  
s i t u a t io n ,  alm ost p a r t ic ip a n t  o b s e rv a t io n  i n  h in d s ig h ts  I n  h is  
e x p e rie n c e  th e  most common c o m p la in ts  b y  w orkers and o p e ra t iv e s  have 
in c lu d e d  th e  f o l lo w in g s -
(1 )  vYou n e v e r  know where you  a re ; one moment you  a re
w o rk in g  on one jo b  and th e re  i s  a m a te r ia l sh o rta g e  
so you  have to  w a it ,  and when t r a n s f e r r e d  to  a n o th e r 
jo b , th e re  i s  c o n fu s io n  o v e r  th e  method®9
(2 ) 'Management o f t e n  h a v e n 't  a jo b  to  t r a n s f e r  u s  to  so
we c a n 't  e a rn  bonus® 9
( 3 )  ' In s p e c t io n  o f t e n  pass work one day and r e je c t  i t  th e
n ext?  y o u 'd  im agine th e y  worked f o r  a n o th e r firm ® 9
( 4 )  'T h e  s u p e r v is o r  has to  be fou n d  when b o o k in g  o f f  one
jo b  and on to  a n o th e r and he i s  o f te n  out o f  th e  
departm ent ®9
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(5 ) 9 On many o c c a s io n s  you  h a ve n 9t  much id e a  what jo b  y o u 9l l
be on th e  n e x t d a y .9
(6 ) 9What w ith  s to p  th a t  jo b  and s t a r t  t h i s  one because i t  i s
more u rg e n t you  g e t fe d  up w ith  th e  system , management 
and th e  j o b . 9
I n  c o n t r a s t ,  th e  most s a t i s f ie d  o p e ra t iv e s  o f t e n  had a 
forem an who %
9 o. . . oo. .  was a s t i c k l e r  f o r  r e g u la t io n s  b u t you  knew 
where you  were w ith  h im . He would chase p ro d u c t io n  
c o n t r o l  f o r  m a te r ia l ,  chase work s tu d y  f o r  methods and 
tim e s ta n d a rd s , and m o n ito r  o u r  e a rn in g s  u n d e r th e  
f in a n c ia l,  in c e n t iv e  scheme. He was c e r t a in l y  n o t l ik e d  
b u t was re s p e c te d  f o r  h is  e f f i c i e n c y . 9
I t  i s  from  th e se  rem arks and o th e rs  l i k e  them th a t  th e  c e n t r a l  
assum ption  o f  th e  t h e o r y  i s  in d u c e d . I t  i s  n o t c la im ed  th a t  th e  above 
sta tem en ts were c o l le c t e d  i n  any sy s te m a tic  manner b u t r a t h e r  that? 
t h e i r  s h e e r fre q u e n c y  o f  o c c u rre n c e  i n  a l l  manner o f  f irm s  and from  
a l l  ty p e s  o f  o p e ra t iv e s  c o n v in ce d  th e  a u th o r th a t  th e y  a re  th e  most 
common e x p re s s io n s  o f  o p e ra to r  d is s a t i s f a c t io n  and s a t i s f a c t io n .
The c e n t r a l  assum ption o f  th e  th e o ry  i s s — 9W orkers l i k e  c e r t a in t y  
and d i s l i k e  u n c e r t a in t y  in  some a sp e cts  o f  t h e i r  w o rk in g  e n v iro n m e n t.9 
The c e n t r a l  concept i n  t h i s  assum ption i s  9c e r t a in t y 9 and a lth o u g h  .a 
f u l l^ d is c u s s io n  o f  th e  con cept w i l l  be re s e rv e d  u n t i l  l a t e r ,  i t  i s  
a p p ro p r ia te  h e re  to  sa y  a few  words about i t s  m eaning.
P s y c h o lo g is ts  have used th e  concept ^ u n c e r ta in ty 9 w ith  v a r io u s  
degrees o f  p re c is e n e s s , s in c e  Shannon (194-8) d e r iv e d  a measure o f  
u n c e r ta in t y  i n  th e  c o n te x t  o f  te lecom m unications*  The measure 
was th a t  Hq -  lo g ^  1 , where Hq i s  th e  u n c e r t a in t y  and I  i s  th e  
number o f  p o s s ib le  outcom es o r  a lte rn a t iv e s ®  I n  t h i s  re s e a rc h  th e  
term  u n c e r t a in t y  w i l l  be used i n  th e  same q u a l i t a t i v e  sense*
U n c e r ta in t y  w i l l  be s a id  to  be p r o p o r t io n a l to  th e  number o f  
a lt e r n a t iv e  e ve n ts  w hich  c o u ld  re a s o n a b ly  o c c u r a t any g iv e n  
moment* (R ea so n a b ly  i n  th e  sense th a t  th e  e ve n ts  a re  l i k e l y  to  
o c c u r0)
F o r  exam ple, i f  an o p e ra t iv e  knows th a t  f o r  th e  whole o f  a 
p a r t i c u la r  d a y , he w i l l  be on a g iv e n  jo b , th e n  h is  u n c e r ta in t y  about 
th e  n a tu re  o f  h is  work w i l l  be v e r y  low* On th e  o th e r  hand, i f  
management a re  a lw ays m aking him change work w ith o u t w a rn in g  and have 
g iv e n  him no assurance  about h is  p re se n t jo b , th e n  h is  u n c e r ta in t y  w i l l  
be high* I t  sh o u ld  be n o ted  th a t  h is  u n c e r t a in t y  i s  not a f u n c t io n  o f  
how o f t e n  he i s  sw itch e d  from  jo b  t o  jo b  b u t r a t h e r ,  hoxf o f t e n  he i s  
sw itc h e d  w ith o u t p r i o r  warning® I f  he knows th a t  a f t e r  lu n c h  he w i l l  
be put 011 a d i f f e r e n t  jo b , th e n  he has no u n c e r t a in t y  about t h i s  aspect 
o f  h is  e n v iro n m e n t«
E ve n  though  th e  m eaning o f  th e  c e n t r a l  concept o f  th e  th e o ry  has 
now been c l a r i f i e d ,  i t  m i l  not gene rede te s ta b le  h yp o th e se s u n t i l  
th e  dom ain f o r  w h ich  th e  assum ption  i s  c la im ed to  be t r u e  i s  stated®
The assumed dom ain o f  th e  c e n t r a l  assum ption  w i l l  be d e r iv e d  from  
th e  a u th o r9© in d u s t r ia l  experience®  I t  w i l l  be th e se  assum ptions 
th a t  w i l l  be te s te d ,  i n  fa c t  u n le s s  e v e ry  p o s s ib le  a spect o f  th e  
w o rk in g  environm ent were in v e s t ig a t e d ,  th e  c e n t r a l  assum ption , as 
f o r  most t h e o r ie s ,  cannot be e m p ir ic a l ly  d is c re d ite d ®
The p a r t i c u la r  a sp e cts  o f  th e  w o rk in g  environm ent i n  w hich th e  
o p e ra t iv e s  l i k e  c e r t a in t y  and d i s l i k e  u n c e r t a in t y  a re  assumed to  be 
th e  f o l lo w in g s -
(1 )  The {Supply and A l lo c a t io n  O f Job s
Most o p e ra t iv e s  l i k e  to  be g a in f u l l y  employed e s p e c ia l ly  
i f  th e y  a re  a p p lie d  w ith  a f in a n c ia l  in c e n t iv e  schemes 
E ve n  i f  th e y  a re  n o t, i t  i s  not u n u su a l f o r  o p e ra t iv e s  to  
make a jo b  la s t  i f  th e re  does not appear to  be work i n  
th e  p ip e l in e .  P le n ty  o f  work g e n e r a l ly  r e f le c t s  a b u sy  
o rg a n is a t io n  w ith  a f u l l  o rd e r -b o o k .
(2 ) H ie  S u p p ly  of  M a te r ia l
T h is  i s  not th e  same as su p p ly  o f  jo b s .  Jo b s  may be 
p l e n t i f u l ,  b u t i f  th e re  i s  a m a te r ia l s h o rta g e , id le  
and w a it in g  tim e em erges. O p e ra tiv e s  w ould be u n a b le  
to  m a in ta in  e a rn in g s  u n d e r a f in a n c ia l  in c e n t iv e  scheme. 
A p a rt from  t h i s  f a c t o r  boredom c o u ld  se t I n ,  f o r  not 
h a v in g  work i s  q u ite  o f t e n  f a r  more b o r in g ,t h a n  
w o rk in g  on  a su p p o se d ly  b o r in g  job..
( 3 ) The C orrt] _S cra p and^Re c t  I f  i  c a t io n
T h ere  are  many a sp e c ts  th a t  c o n t r ib u te  to  s c ra p  and 
r e c t i f i c a t i o n  w hich  a re  beyond th e  c o n t r o l  o f  th e  
q u a l i f ie d  o p e ra t iv e .  F o r  example p o o r q u a l i t y  
m a te r ia l s u p p lie d , to le ra n c e s  u n n e c e s s a r i ly  a p p lie d  
th a t  a re  d i f f i c u l t  to  m a in ta in . In s p e c t io n  whose 
s u b je c t iv e  judgment d i f f e r s  from  th a t  o f  p ro d u c t io n .
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(4 )  The Q u a l i t y  o f  In s p e c t io n
Inspectors are  o f t e n  seen  b y  o p e ra t iv e s  as w o rk in g  f o r  
a d i f f e r e n t  o r g a n iz a t io n .  To o p e ra t iv e s  th e y  have two 
judgm ents, th e  p ro d u c t o r  component e i t h e r  ps,sses o r  
f a i l s ,  th e re  i s  no i n  betw een. Q u ite  o f t e n  t h e i r  
measurement i s  o n ly  t h e i r  o p in io n  -  f o r  exam ple th e  
f i n i s h  o f  an a r t i c l e  o r  i t s  appearance.
(5 )  Mach in e  Breakdown — F a u lt y  Equipm ent
T h is  ty p e  o f  o c c u rre n c e  a ls o  means f r u s t r a t io n  f o r  
o p e r a t iv e s .  Th ey o f t e n  cannot m a in ta in  any fo rm -o f  
o u tp u t and a g a in  i f  th e y  a re  w o rk in g  to  a f in a n c ia l  
in c e n t iv e  scheme t h e i r  e a rn in g s  a re  a f f e c t e d .  I t  a ls o  
p ro du ce s a p o o r o p in io n  o f  management and th e  d epa rtm en t.
(6 )  The S e t t in g  o f  Time S ta n d a rd s
T h is  i s  one o f  th e  most im p o rta n t a rea s o f  th e  in d u s t r ia l  
e n v iro n m e n t. O p e ra t iv e s  o f t e n  compare th e  tim e  s ta n d a rd  
th e y  a re  w o rk in g  to  w ith  th a t  o f  t h e i r  f e l lo w s .  I f  any 
anom alies e x is t  th e y  a re  q u ic k  to  re c o g n is e  them. They 
are a ls o  as q u ic k  i n  r e c o g n is in g  work s tu d y  p r a c t i t io n e r s  
who cio not u n d e rs ta n d  t h e i r  jo b .
(7 ) The De a l  i  ng_vath_ Que r  i  e s
O p e ra t iv e s  th a t  a re  h e ld  up on a jo b  because a q u e ry  has 
a r is e n  th a t  c o u ld  be r e la t e d  to  m a te r ia l ,  in s p e c t io n ,  
s u p e r v is io n ,  p la n n in g , work s tu d y  and so on become 
e x tre m e ly  f r u s t r a t e d .  I t  i s  a- s i t u a t io n  th e y  g e n e r a l ly  
have no c o n t r o l  o v e r .
T h is  depends c o n s id e ra b ly  upon th e  ty p e  o f  f in a n c ia l  
in c e n t iv e  scheme i n  operation®  O fte n  o p e ra t iv e s  oan 
c a lc u la te  b o m s  w ith o u t u n d e rs ta n d in g  formula® Where 
th e y  cannot i t  le a d s  to  f r u s t r a t io n  and a c ts  as a 
d is in c e n t iv e ®
Company And Management P o l ic ie s
Much o f  th e  m a te r ia l d is c u s s e d  p r e v io u s ly  o o u ld  w e ll be 
r e f le c t e d  i n  p o lic ie s ®  The o p e ra t iv e s  form  im p re ss io n s  
o f  management and q u ite  o f t e n  i t  i s  as a r e s u l t  o f  b e in g  
s u b je c te d  to  r u le s  and r e g u la t io n s  w ith  w hich  th e y  do not 
agree th a t  management a re  v iew ed  w ith  d isa ppro va l®
• T h g ^ 0 p d i t i ons_
P r id e  and s e l f  re s p e c t  a re  so o f te n  a f fe c te d  b y  th e  
w o rk in g  e n v iro n m e n t. Many v a r ia b le s  c o n t r ib u t e  to  t h i s  
a re a , b u t f o r  t h i s  re s e a rc h  i t  i s  deemed to  be o r d e r l in e s s ,  
c le a n l in e s s ,  te m p e ra tu re , h a za rd s , etc®
The Immediate ^S upervis ion
People in v a r ia b ly  re s p e c t  fa ir n e s s  and im p a r t ia l i t y ,  th e se  
fa c to r s  co u p le d  w ith  a b i l i t y  te n d  to  c o n t r ib u te  to  th e  
o p e ra t iv e s  w e l l  b e in g  i n  th e  in d u s t r ia l  environment®
S e c u r it y
G e n e ra lly  ranked f i r s t  b y  many re s e a rc h e rs  in t o  o p e ra to r  
s a t is f a c t io n ,  t h i s  f a c t o r  must i n  consequence have c o n s id e ra b le  
im p o rta n t c o n n o ta tio n s  w ith  c e r t a in t y  and u n c e rta in ty®
The Calculation of Boms
io  -
These f a c t o r s  can  be u s e f u l l y  c a te g o r is e d  a c c o rd in g  to  th e  peop le  
re s p o n s ib le  f o r  c o n t r o l l in g  th e  degree  o f  u n c e r t a in t y .  Thus f o r  f a c t o r s  
1 - 5  and 9 ■”  12 management a re  re s p o n s ib le  and f o r  f a c t o r s  6 - 7  work 
s tu d y  are  re s p o n s ib le .  A lth o u g h  i t  c o u ld  be argued th a t  p la n n in g  
depa rtm en ts , in s p e c t io n  departm ents and m aintenance departm ents 
c o n t r ib u t e  to  some o f  th e  management a re a s , n e v e rth e le s s  management 
as a whole b e a r th e  f i n a l  r e s p o n s ib i l i t y .  U lt im a te  r e s p o n s ib i l i t y  
cannot be d e le g a te d . Thus th e  degree  o f  u n c e r ta in t y  w hich th e  o p e ra t iv e  
e x p e rie n c e s  i n  th e  above a rea s can  be s a id  to  be d i r e c t l y  p ro p o r t io n a l to  
th e  degree  o f  management and work s tu d y  c o n t r o l .  (MC and WSC r e s p e c t iv e l y ) .  
The h ig h e r  th e  degree  o f  c o n t r o l  e x e rc is e d  b y  th e se  g ro up s i n  th e se  
s i t u a t io n s  th e  le s s  u n c e r ta in t y  th e  o p e ra t iv e s  w i l l  e x p e r ie n c e .
T h is  le a v e s  th e  8 th  item  w hich  does not f a l l  n a t u r a l ly  in t o  
e i t h e r  o f  th e  two c a te g o r ie s .  The degree  to  w hich  an o p e ra t iv e  can 
c a lc u la te  h is  b o m s w i l l  be a f u n c t io n  o f  two f a c t o r s :  th e  c o m p le x ity  
o f  th e  f in a n c ia l  in c e n t iv e  scheme employed and th e  degree  to  w hich  he 
u n d e rs ta n d s  th e  scheme. A l l  f in a n c ia l  in c e n t iv e  schemes a re  e s s e n t ia l ly  
a fu n c t io n  r e la t in g  th e  amount an o ite ra t iv e  produces to  th e  amount he 
e a rn s . Some schemes are  v e r y  s im ple  as i n  th e  case o f  p ie c e  work where 
an o p e ra t iv e  re c e iv e s  a f i x e d  amount f o r  each item  p ro d u ce d . O th e rs  a re  
e x tre m e ly  com plex o f t e n  h a v in g  d is c o n t in u o u s  fu n c t io n s  r e la t i n g  
e a rn in g s  to  th e  amount p ro d u ce d . Thus any one o p e ra t iv e  m ight be a b le  
to  c a lc u la te  h is  bonus p r e c is e ly  u n d e r a sim ple  scheme b u t be u n a b le  
t o  do so w ith  a com plex one . F u r th e r ,  f o r  any g iv e n  ty p e  o f  scheme, 
o p e ra t iv e s  w i l l  d i f f e r  i n  t h e i r  a b i l i t y  to  u n d e rs ta n d  i t .
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I n  o rd e r  to  o b ta in  a wide range o f  sc o re s  o f  o p e ra to r  u n d e rs ta n d in g  
(O U ), f irm s  w ith  d i f f e r e n t  ty p e s  o f  f in a n c ia l  in c e n t iv e  schemes w i l l  be 
sampled.
T h u s  two a rea s have been is o la t e d  i n  w hich i t  i s  c la im ed o p e ra to rs  
d i s l i k e  u n c e r t a in t y .  These a re  th o se  c o n t r o l le d  b y  management and 
work s tu d y  w h i ls t  o p e ra to r  u n d e rs ta n d in g  i s  p ro b a b ly  th e p re ro g a t iv e  o f  b o th
O p e ra to r s a t i s f a c t io n  i n  t h i s  th e o r y  assumes th e  r o le  o f  a 
dependent v a r ia b le  and th e  le v e ls  o f  management c o n t r o l ,  work s tu d y  
c o n t r o l  and o p e ra to r  u n d e rs ta n d in g  a re  independent v a r ia b le s  w hich i t  
i s  assumed w i l l  p r e d ic t  th e  le v e l  o f  o p e ra to r  s a t i s f a c t io n .
The more e f f e c t i v e  th e  above v a r ia b le s  ai*e seen  to  be^ th e  le s s  -- 
u n c e r t a in t y ,  arid th e r e f o r e  th e  le s s  need o r  in d ee d  a b i l i t y  o f  o p e ra t iv e s  
to  change th e  s itu a t io n *  1 I f  MG and WSC are  in e f f e c t i v e  th e n  th e  
r e s u l t in g  u n c e r ta in t y  w i l l  cause o p e ra t iv e s  to  be d i s s a t i s f i e d .  However 
i t  i s  w e ll  known th a t  o p e ra t iv e s  f r e q u e n t ly  use th e  e x is te n c e  o f  
in e f f e c t i v e  o r  po or c o n t r o ls  to  m a n ip u la te  th e  u n c e r ta in t y  th em se lves 
(R o e th l is b e rg e r  and D ick so n , 1964-, D onald  Roy 1952). I n  o rd e r  to  
o b ta in  a measure o f  th e  p r e v a i l in g  u n c e r t a in t y ,  i t  i s  n e ce ssa ry  to  
measure th e  degree  o f  t h i s  m a n ip u la t io n  b y  o p e ra t iv e s  o r  as i t  w i l l  
be term ed h e re , o p e ra to r  c o n t r o l  (O O ).
We now have f o u r  independent v a r i a b l e s ; -  
OU 
WSG 
OG 
MO
As p r e v io u s ly  s ta te d  th e se  w i l l  be measured a g a in s t 0 oSo
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U n c e r ta in t y  w i l l  not be measured, d i r e c t l y  b u t w i l l  be a 
r e f le c t io n  o f  th e  o p e ra to rs  id e n t i f i c a t io n  o f  th e  le v e l  o f  c o n t r o ls  
e f fe c te d  b y  management and work s tu d y  i n  t h e i r  w o rk in g  e n viro n m e n t.
I f  th e  le v e l  o f  c o n t r o ls  a re  seen to  be h ig h  th e n  i t  w i l l ,  be assumed 
th a t  th e  o p e ra to rs  have c e r t a in t y  and th e re fo re  h ig h  s a t is f a c t io n .
I f  management and work s tu d y  c o n t r o ls  a re  lo w , th e n  th e  o p e ra to rs  
w i l l  have u n c e r t a in t y  i f  o p e ra to r  c o n t r o ls  are a ls o  lo w . I f  th e y  
have u n c e r t a in t y  and h ig h  s a t i s f a c t io n  we would e xpect o p e ra to r  
c o n t r o ls  to  be h ig h .
One f i n a l  cog i n  t h i s  in d u s t r ia l  re s e a rc h  wheel i s  r e q u ire d . I n  
th e  d is c u s s io n  o f  th e  m eaning o f  u n c e r t a in t y ,  i t  was s ta te d  th a t  p r i o r  
know ledge o f  fu tu re  e ve n ts  re duce s u n c e r t a in t y .  F irm s d i f f e r  x d d e ly  
on th e  degree  to  w h ich  th e y  keep o p e ra t iv e s  in fo rm ed o f  c u r re n t  p o l i c ie s ,  
p ro ce d u re s  and d e c is io n s .  I n  o th e r  words com m unication i s  a most 
im p o rta n t f a c t o r  th a t  a ls o  c o n t r ib u te s  to  th e  s ta te  o f  o p e ra to r  
s a t is f a c t io n .  Thus i t  i s  assumed th a t  th e  h ig h e r  th e  le v e l  o f  
com m unication th e  h ig h e r  th e  le v e l  o f  s a t is f a c t io n .
Befoxse e n d in g  t h i s  in t r o d u c t io n  th e  th e o ry  m i l  be re s ta te d .
(1 ) W orkers l i k e  c e r t a in t y  and d i s l ik e  u n c e r ta in t y  i n  some 
a sp e cts  o f  t h e i r  w o rk in g  en viro n m e n t.
(2 ) The more e f f e c t i v e  management and work s tu d y  c o n t r o ls  are
seen to  be b y  th e  o p e ra t iv e s ,  th e  h ig h e r  th e  o p e ra to r  s a t i s f a c t io n  
and t h e i r  c e r t a in t y .
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(3 ) I f  Work S tudy and Management C o n t ro l a re  lo w  th e n  O p e ra to r 
S a t is f a c t io n  w i l l  he h ig h  o n ly  i f  O p e ra to r C o n t ro l i s  h ig h .
( 4) The h ig h e r  th e  le v e l  o f  com m unication as seen b y  o p e ra t iv e s  
th e  h ig h e r  th e  le v e l  o f  o p e ra to r  s a t i s f a c t io n  and c e r t a in t y .
The n e xt c h a p te r w i l l  be d e vo te d  to  re s e a rc h  c o n t r ib u t io n s  in t o  
o p e ra to r  s a t i s f a c t io n  and m o t iv a t io n  and th e  r e s u l t s  d is c u s s e d  i n  th e  
c o n te x t o f  th e  p re se n t t h e o r y .
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S ta tu s  O f Job  S a t is f a c t io nrt,nnnw v» at cwtaKa^,acLadgac:agm»w.^ir^ Rmgagtai
A c c o rd in g  to  Blum ( 1968) ,  jo b  s a t i s f a c t io n  i s  th e  r e s u l t  o f  
v a r io u s  a t t i t u d e s  possessed  b y  an em ployee. That th e se  f a c t o r s  are 
r e la t e d  to  th e  jo b  and are  concerned  w ith  s p e c i f ic  f a c t o r s  such ass 
wages, s u p e rv is io n , s te a d in e s s  o f  employment, c o n d it io n s  o f  w ork, 
advancement o p p o r t u n it ie s ,  r e c o g n it io n  o f  a b i l i t y ,  f a i r  e v a lu a t io n  o f  
w ork , s o c ia l  r e la t io n s  on th e  jo b , prompt se ttle m e n t o f  g r ie v a n c e s , 
f a i r  tre a tm e n t b y  em ployer and o th e rs .  He th e n  id e n t i f i e s  o th e r  
f a c t o r s  th a t  c o n t r ib u t e  to  jo b  s a t is f a c t io n ,  such as fa m ily  r e la t io n ­
s h ip s ,  s o c ia l  s t a tu s ,  r e c r e a t io n a l  o u t le t s  and p o l i t i c s .  I t  i s  th e  
in t e n t io n  w i t h in  t h i s  c h a p te r  to  examine s p e c if ic  re s e a rc h  a reas 
r e la t e d  to  jo b  s a t is f a c t io n ,  to  comment upon them, to  examine th e  
f a c t o r s  th a t  have c o n t r ib u te d  and f i n a l l y  compare th e se  f a c t o r s  
w ith  th o se  s e le c te d  f o r  t h i s  re s e a rc h .
A wide range o f  re s e a rc h  has been conducted  w i t h in  th e  areas 
o f  jo b  s a t i s f a c t io n  and m o t iv a t io n , c u lm in a t in g  i n  many d i f f e r e n t  
assum ptions and t h e o r ie s .  Those re s e a rc h e rs  th a t  have a ch ie ve d  
r e c o g n it io n  and eminence i n  t h i s  a re a  are  many and a re v ie w  w i l l  
now be made o f  some o f  th e  most prom inent s*~
P.W . T a y lo r
Commonly c a l le d  th e  vP a th e r o f  S c i e n t i f i c  Management9! one 
o f  th e  f i r s t  to  b re a k  a jo b  in t o  c o n s t itu e n t  p a r ts  known as th e  
e lem ents o f  th e  jo b . Em phasised th e  need f o r  e f f e c t i v e  method 
s tu d y  and develox>ed p r in c ip le s  o f  management.
( 4) F i l l  H o s p ita l In su ra n ce
(5 ) C lo se d  shop
(6 ) E x t r a  V a c a t io n
H o s p ita l in s u ra n c e  was p r e fe r r e d  fo llo w e d  b y  c lo s e d  shop 
p r in c ip le ,  6 p e r  cent pay r i s e  came t h i r d .
I t  must be co n c lu d e d  th a t  money i s  not a s o le  m o t iv a to r  o r  
s a t i s f i e r .
M aslowv M o tiv a t io n / Jo b  S a t is f a c t io n  T h e o r ie s  (1954)
Maslow’ s model can  be i l l u s t r a t e d  th u s :
R e la te  
I M a in ly  To 
Job  C onten t
R e la te  
M a in ly  To 
Jo b  C o n te x t
A h ie r a r c h y  o r  needs s t r u c t u r e .  Maslow s ta te s  th a t  man i s  
c o n t in u a l ly  i n  a s ta te  o f  im balance o r  d is e q u i l ib r iu m . To c o r r e c t  
t h i s  im balance man i s  m o tiva te d  to  s a t i s f y  th e  c u r re n t  need, and 
when s a t i s f ie d  he o b ta in s  a s ta te  o f  e q u i l ib r iu m .
The most im p o rta n t are  th e  b a s io  needs, when th e se  are  s a t i s f ie d  
man moves up th e  a sce n d in g  s c a le  to  th e  h ig h e r  o rd e r  needs. I t  i s  
h om eo sta tic  i n  th a t  man i s  c o n t in u a l ly  making th e  n e c e ssa ry  adjustm ent 
to  o b ta in  e q u i l ib r iu m . An im p o rta n t concept o f  Maslow*s i s  th a ts
"More b a s ic  need groups are  s a id  to  be p re p o te n t i n  
th a t  th e y  w i l l  ta k e  precedence o v e r  a l l  th o se  h ig h e r  
i n  th e  h ie r a r c h y . "
P o r te r  ( 1961) a p p lie d  Maslow*s model to  in d u s t r y  to  see i f  i t  
d e s c r ib e d  d i f f e r e n t  le v e ls  o f  management. H is  assum ption  was th e  
h ig h e r  th e  le v e l  o f  management th e  more im p o rta n t th e  h ig h e r  o rd e r  
needs became.
I n  h is  f i r s t  s tu d y  he su rve ye d  64 forem en and 75 m idd le  
managers from  th re e  d i f f e r e n t  com panies. The q u e s t io n a ire  c o n ta in e d  
15 item s d e s ign e d  to  p ro v id e  in fo rm a t io n  about f i v e  d i f f e r e n t
m o t iv a t io n a l need c la s s e s  d e r iv e d  from  Maslow. The re sp o n d e n ts
were askeds
(a )  How much o f  t h i s  need i s  th e re  i n  y o u r  p re se n t jo b ?
(b )  How much sh o u ld  th e re  be?
( c )  How im p o rta n t i s  i t  to  you?
A seven  p o in t  r a t in g  s c a le  was u sed . Range, minimum 1 — —— to  
—  maximum 7®
B o th  group s id e n t i f i e d  s e c u r i t y  and s e l f  a c t u a l is a t io n  as 
h a v in g  a h ig h  r e la t i v e  importance® M id d le  management re p o rte d  a 
la rg e  d e f ic ie n c y  i n  s e l f  a c t u a l is a t io n  o n ly ,  whereas th e  forem en 
re p o rte d  a la rg e  d e f ic ie n c y  i n  esteem , autonomy and s e l f  a c tu a lis a t io n ®  
Th us, th e  b a s ic  le v e l  o f  s a t i s f a c t io n  was found to  be lo w e r  f o r  forem en 
th a n  f o r  m idd le  management® M a slow 's  th e o ry  p r e d ic t s  th a t  th e  most 
d e f ic ie n t  needs sh o u ld  a ls o  be th e  most im portant® T h is  p r e d ic t io n  
i s  not bo rne  ou t i n  t h i s  research®  F o r example forem en reported®
Esteem
R e la t iv e  D e f ic ie n c y  R e la t iv e  Im portance
L a rg e  Sm all
Autonomy
L a rg e  M oderate
P o r t e r  (1962)
I n  h is  n e xt s tu d y  P o r te r  su rve ye d  a n a tio n w id e  sample o f  6,000 
managers and executives®  The r e s u l t s  from  1916 u s a b le  r e tu r n s  in d ic a t e d  
a s t ro n g  r e la t io n s h ip  betw een th e  le v e l s  i n  management and th e  need 
d e f ic ie n c ie s ,  w ith  s e l f  a c t u a l is a t io n  and autonomy b e in g  th e  le a s t  
f u l f i l l e d *
I n  a f a r t h e r  s tu d y  P o r te r  exam ined need f u l f i l lm e n t  and need 
im portance  as a f u n c t io n  o f  h o r iz o n t a l  r e la t io n s h ip  betw een l i n e  and 
s t a f f  managers® He found a g r e a te r  need f u l f i l lm e n t  was re q u ire d  b y  l i n e  
managers th a n  b y  s t a f f  management.® Summary o f  P o r te rs  a p p l ic a t io n  o f  
M a slow 's  theory*
( l )  R e s u lts  show th a t  p e o p le s  e v a lu a t io n  o f  needs do not 
match M a slow 's  e n t ire ly ®
-  1 9  -
(2) S e l f  a c t u a l is a t io n  and autonomy are r e s p e c t iv e ly  
1 and 2*
(3 )  S e c u r it y  te n d s  to  come b e fo re  Esteem and S o c ia l needs.
(4 ) The h o m eo sta tic  c y c le  d id  not seem to  o p e ra te .
None o f  th e  r e s u l t s  em erging g iv e  any in d ic a t io n  o f  what 
m o tiv a te s  a man to  p e rfo rm  w e l l  a t h is  jo b . I t  must a ls o  be asked 
w hether an em otiona l s ta te  a lo n e  can  be a d e te rm in an t o f  b e h a v io u r?
I n  t h i s  re s e a rc h  s a t i s f a c t io n  has th e  s ta tu s  o f  an independent 
v a r ia b le .
V room 's Model, o f  M o t iv a t io n : A D e c is io n  T h e o ry  Approach
VroomTs b a s ic  assum ption  i s  th a t  an in d iv id u a l* s  m o t iv a t io n  to  
c a r r y  out an a c t io n  w i l l  depend on h is  v ie w  o f  th e  consequences o f  th a t  
and a l t e r n a t iv e  a c t io n s .
T h is  i s  v e r y  much i n  l i n e  w ith  a commonsense v ie w  o f  human 
b e h a v io u r ; peop le  o n ly  do what th e y  do because th e y  th in k  i t  w i l l  have 
c e r t a in  consequences f o r  them. However Vroom has a ttem pted t o  fo rm a lis e  
and q u a n t if y  t h i s  id e a  and, as a r e s u l t ,  h is  language i s  sometimes le s s  
th a n  c le a r .
The b a s ic  p r o p o s it io n s  o f  h is  th e o ry  se t ou t i n  Blum can be 
e xp resse d  as f o l l o w s ; -
( l )  E v e ry  a c t io n  i s  in s tru m e n ta l i n  p ro d u c in g  consequences f o r
an in d iv id u a l .
I f  I  change my jo b  -  (a )  I  e a rn  more money
(b )  I  have f u r t h e r  to  t r a v e l
-  20 -
(2 )  P eople  e v a lu a te  th e  consequences o f  t h e i r  a c t io n s  i n  th e  
f o l lo w in g  w a y:—
F i r s t l y  th e y  judge  w h eth er i t  i s  p le a sa n t o r  u n p le a s a n t.
S econ d ly  th e y  make some q u a n t i t a t iv e  assessm ent o f  th e  
degree  o f  u n p le a sa n tn e ss  o r  p le a sa n tn e ss  in v o lv e d .
T h i r d l y  th e y  make some e stim a te  o f  how p ro b a b le  each 
consequence i s .
(a )  I  e a rn  more money . . P le a sa n t -  + 9 / l0 : p r o b a b i l i t y  -
c e r t a in  1 .0 .
(b )  I  t r a v e l  f u r t h e r .  U n p lea sa n t —• -6 / lO s  p r o b a b i l i t y  -
no t q u ite  su re  0.7®
(3 ) The v a lu e  o f  each consequence f o r  th e  in d iv id u a l  ca n  th e n  be 
e stim a te d  b y  m u lt ip ly in g  i t s  p r o b a b i l i t y  b y  i t s  a t t r a c t iv e n e s s .
(a )  I  e a rn  more money. +9 tim e s 1 .0  p . = +9*0
(b )  I  t r a v e l  f u r t h e r .  - 6  tim e s 0 .7  p® -  *"4*2
( 4) And th e  v a lu e  o f  th e  a c t io n  f o r  th e  in d iv id u a l ,  caai be 
e stim a te d  b y  a d d in g  up th e  v a lu e s  o f  i t s  consequences.
I  change my jo b  = (a )  more money i . e .  +9*0 p lu s
(b )  lo n g e r  t r a v e l  i . e .  -4*2 
= +9.0 + -4*2
= +4.8
The t o t a l  v a lu e  o f  th e  a c t io n  i . e .  +4.8 i s  c a l le d  th e  v a le n c y  
o f  th e  a c t io n .
(5 ) An i n d i v i d u a l s  m o t iv a t io n  to  pe rfo rm  an a c t io n  i s  d i r e c t l y
p r o p o r t io n a l to  th e  v a le n c y  o f  th e  a c t io n  f o r  him? lo w  v a le n c y  = 
lo w  m o t iv a t io n  and h ig h  v a le n c y  -  h ig h  m o t iv a t io n .
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(6 ) G iv e n  a c h o ic e  betw een a c t io n s  -  g o in g  to  th e  pub +7 o r  
w ash ing th e  c a r  -  2 -  th e  in d iv id u a l  w i l l  choose th e  one 
w ith  th e  h ig h e s t  v a le n c y  -  g o in g  to  th e  pub®
B e fo re  le a v in g  th e  b a s ic  p r o p o s it io n s  o f  th e  th e o r y ,  i t  i s  im p o rta n t 
to  note  th a t  th e  e n t i r e  d e c is io n  making p ro ce ss  re p re s e n ts  th e  in d iv id u a ls  
s u b je c t iv e  estim a te  o f  what i s  g o in g  to  happen®
-  I  may t h in k  I  w i l l  g e t a h ig h e r  s a la r y  i n  my new jo b  though 
i n  fa c t  I  do not® The t r u t h  o f  my b e l ie f s  i s  i r r e le v a n t ?  
what makes me ta k e  th e  jo b  i s  th e  b e l i e f  th a t  I  w i l l  ge t
a h ig h e r  s a la r y  i f  I  do®
A n o th e r consequence o f  th e  s u b je c t iv e  n a tu re  o f  th e se  d e c is io n s  
i s  th a t  th e  way peop le  e v a lu a te  th e  consequences o f  t h e i r  a c t io n s  and 
th e  im portance  th e y  a tta c h  t o  them w i l l  be determ ined b y  t h e i r  
p e r s o n a l i t y  makeup, a t t i t u d e s  and p e rs o n a l h is to ry®  So th e  same 
d e c is io n  w i l l  r e s u l t  from  a v e r y  d i f f e r e n t  p ro ce ss  from  one p e rso n  
to  th e  next®
-  One man may judge  h a v in g  to  work h a rd  as a c h a lle n g in g  
and fa v o u ra b le  consequence to  a il a c t io n , w h ile  a n o th e r 
may judge  i t  to  be v e r y  unpleasant®
-  One man may judge  the  use o f  th e  f i r m 's  o a r as a 
fa v o u ra b le  consequence to  h is  jo b , w h ile  a n o th e r may 
ju dge  i t  to  be u n fa v o u ra b le  because th a t  p a r t i c u la r  
make o f  c a r  i s  i n  h is  e x p e rie n c e  h ig h ly  u n r e l ia b le .
I n  th e  in d u s t r ia l  s e t t in g ,  Vroom 's th e o ry  'xtfould p r e d ic t  th a t  a 
m an's m o t iv a t io n  to  do th e  j.ob w i l l  be d i r e c t l y  p r o p o r t io n a l to  th e  
v a le n c y  o f  th a t  jo b  f o r  him i.e®  how a t t r a c t iv e  th a t  jo b  i s  to  him i n  
term s o f  i t s  consequences®
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A second te m p tin g  in fe re n c e  t o  draw  i s  th a t  a m an's m o t iv a t io n  
t o  do th e  jo b  w i l l  be r e f le c t e d  i n  h is  perform ance on th e  jo b ; one 
would suppose th a t  th e  m o t iv a t io n a l f a c t o r s  th a t  le a d  a man to  do a 
jo b  w i l l  at le a s t  be r e la te d  to  th e  f a c to r s  th a t  determ ine  w hether he 
does i t  w e ll o r  b a d ly . I f  one c o u ld  not say t h i s ,  we sh o u ld  have to  
say th a t  th e re  a re  at le a s t  two ty p e s  o f  m o t iv a t io n  -  m o t iv a t io n  to  do 
som eth ing and a ls o  m o t iv a t io n  to  do th a t  som ething w e l l .  On th e  fa ce  
o f  i t  a d i s t i n c t i o n  l i k e  t h i s  seems r a th e r  odd, b u t l a t e r  d is c u s s io n  
w i l l  le a d  us to  a c o n c lu s io n  o f  t h i s  k in d .
B e fo re  d is c u s s in g  re s e a rc h  on Vroom 's th e o ry ,  i t  i s  im p o rta n t 
to  make note  o f  one assum ption  th a t  a l l  in v e s t ig a t o r s  have made.
I t  was noted  e a r l i e r  th a t  Vroom 's th e o ry  d e s c r ib e s  a h ig h ly  
s u b je c t iv e  p ro ce ss  o f  re a s o n in g  th a t  v a r ie s  f o r  each in d iv id u a l .  Any 
re s e a rc h  on t h i s  p ro ce ss  would e n t a i l  in t e r v ie w in g  each in d iv id u a l  to  
f in d  out h is  s u b je c t iv e  assessm ent o f  th e  consequences o f  h is  a c t io n s  
f o r  him .
I n  contem porary re s e a rc h  t h i s  tim e consum ing approach has been 
a vo id e d  b y  assum ing th a t  th e re  a re  c e r t a in  o b je c t iv e  fe a tu re s  o f  th e  
work en viro n m e n t, w hich  have ro u g h ly  th e  same s u b je c t iv e  v a lu e s  f o r  a l l  
w o rk e rs . W hether t h i s  assum ption  i s  le g it im a te  i s  q u e s t io n a b le .
I n  Blum i s  found a d e s c r ip t io n  o f  re p re s e n ta t iv e  re s e a rc h  on 
Vroom 's th e o ry .
I n  t h i s  s tu d y , m o t iv a t io n  to  do th e  jo b  was o p e r a t io n a l ly
d e f in e d  i n  term s o f  m easures o f  absenteeism  and la b o u r  tu r n o v e r .
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V a le n c y  o r  a t t r a c t iv e n e s s  o f  th e  jo b  was o p e r a t io n a l ly  
d e f in e d  i n  term s o f  a measure o f  jo b  s a t is f a c t io n .
A c c o rd in g  to  Vroom’ s th e o r y ,  m o t iv a t io n  to  do a jo b  i s  
d i r e c t l y  p r o p o r t io n a l to  i t s  v a le n c y ;  and Blum re p o r t s  
th a t  a m oderate c o r r e la t io n  o b ta in e d  betw een absenteeism / 
tu rn o v e r  (m o t iv a t io n )  and jo b  s a t i s f a c t io n  ( v a le n o y ) .
But what about th e  second in fe re n c e  th a t  m o t iv a t io n  w i l l  
be d i r e c t l y  p r o p o r t io n a l to  perform ance o r  p r o d u c t i v i t y  
on th e  jo b t  Blum r e p o r t s  h e re  th a t  no r e la t io n s h ip  was 
fou n d , w h ich  i s  not s u r p r is in g  s in o e  i t  i s  known th a t  no . 
c o n s is te n t  r e la t io n s h ip  betw een jo b  s a t i s f a c t io n  and 
p r o d u c t i v i t y  has been fou n d .
But th e  problem  i s  how does Vroom9s th e o ry  e x p la in  th e  
la c k  o f  such a r e la t io n s h ip .  A c c o rd in g  to  Blum, Vroom’ s 
th e o ry  can account f o r  t h i s  b y  s p e c if y in g  th a t  m o t iv a t io n  to  
do a jo b  s im p ly  means ’ m o t iv a t io n  to  work s u f f i c i e n t l y  ha rd  
to  keep th e  jo b 9 b u t not m o t iv a t io n  to  do w e ll on th e  jo b .
As s ta te d  e a r l i e r  th e  d is c u s s io n  now le a d s  to  th e  c o n c lu s io n  
th a t  th e re  are at le a s t  two ty p e s  o f  m o t iv a t io n a l f a c t o r ;  th e  
f i r s t  i s  Vroomvs m o t iv a t io n  9to  work s u f f i c i e n t l y  h a rd  to  keep 
th e  jo b 9 and th e  second f a c t o r  i s  th a t  w hich  m o tiva te s  men 
to  h ig h  perform ance and p r o d u c t i v i t y  on t h e i r  jo b .  And s in c e  
i t  i s  th e  second f a c t o r  th a t  management i s  p re d o m in a n tly  
in t e r e s te d  in ,  Vroom®s th e o r y  is .  a p p a re n tly  o f  l i t t l e  h e lp .
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I t  i s  c e r t a in l y  u s e fu l to  have a th e o ry  w hich su g g e s ts  a way 
o f  a n a ly s in g  th e  m o t iv a t io n a l p ro c e s s , h u t i f  t h i s  th e o r y  can 
o n ly  e x p la in  th e  o c cu rre n ce  o f  absenteeism  and la b o u r  tu rn o v e r  
we a re  l e f t  w ith  a somewhat n e g a tiv e  approach to  th e  problem s o f  
human m o t iv a t io n  and w ork .
I t  was noted  e a r l i e r  th a t  f o r  re ason s o f  e x p e rim e n ta l conven ience  
in v e s t ig a t o r s  have assumed th a t  c e r t a in  fe a tu re s  o f  th e  work environm ent 
such as pa y, have a c o n s is t e n t ly  h ig h  s u b je c t iv e  v a lu e  f o r  a l l  s u b je c ts .
Thus i n  th e  above s tu d y , th e  v a le n c y  o f  a jo b  was d e f in e d  i n  
term s o f  a measure o f  jo b  s a t is f a c t io n ,  and i t  i s  th e  case th a t  many 
o b je c t iv e  fe a tu re s  o f  th e  work environm ent show a p o s i t iv e  c o r r e la t io n  w ith  
jo b  s a t i s f a c t io n  e .g .  jo b  in t e r e s t ,  s o c ia l  a ccep ta nce , a t t i t u d e s  o f  
s u p e r v is io n , s ta tu s .
To t h i s  e x te n t th e  assum ption  i n  q u e s t io n  i s  le g it im a te .
However i t  does r u le  out p o s s i b i l i t y  o f  in v e s t ig a t in g  in d iv id u a l  
d if fe r e n c e s  e .g .  p e r s o n a l i t y  f a c t o r s ,  and Vroom 's th e o r y  w ould suggest 
th a t  in d iv id u a l,  d i f f e r e n c e s  have a v e r y  s t ro n g  in f lu e n c e  on v a le n c y .
’ Vroom h im s e lf  r e p o r t s  e v id e n ce  w hich  b e a rs  ou t th e  la s t  p o in t .
S u p e rv is o rs  were measured on th e  p e r s o n a l i t y  v a r ia b le  o f  
a u th o r ita r ia n is m  -  re s p e c t f o r  a u t h o r i t y  -  on  an a t t i t u d e  
que s't i  o nn a i r e .
T h e i r  s a t i s f a c t io n  w ith  t h e i r  jo b s  (v a le n c y )  was a ls o  
m easured. And f i n a l l y  th e y  were asked to  e stim a te  th e  degree 
o f  in f lu e n c e  th e y  c o u ld  e x e r t  o v e r  t h e i r  s u p e r io rs .
S u p e rv is o rs  who sc o re d  h ig h  i n  a u th o r ita r ia n is m , showed no 
r e la t io n s h ip  betw een jo b  s a t i s f a c t io n  and th e  amount o f  
in f lu e n c e  th e y  c o u ld  e x e r t  o v e r  t h e i r  s u p e r v is o r s .
On th e  o th e r  hand, s u p e rv is o rs  who sco re d  lo w  i n  a u th o r ita r ia n is m , 
showed a p o s i t iv e  c o r r e la t io n  betx>reen th e  amount o f  in f lu e n c e  
th e y  c o u ld  e x e r t  o v e r  t h e i r  s u p e r io rs  and t h e i r  jo b  
s a t is f a c t io n  i . e .  i f  th e y  c o u ld  e x e r t  a g re a t d e a l o f  
in f lu e n c e  th e y  were jo b  s a t i s f ie d  and i f  t h e i r  in f lu e n c e  
was sm a ll, th e y  were e x tre m e ly  d i s s a t i s f i e d .
P e r s o n a li t y  v a r ia b le s  can th e n  in f lu e n c e  th e  v a le B c y  o f  an 
a c t io n  o r  jo b .
I n  c o n c lu s io n , th re e  q u e s t io n s  a re  l e f t  c o n c e rn in g  V room 's
t h e o r y ;
(1 ) To what e x te n t  does he e x p la in  m o t iv a t io n  to  do w e ll  on a 
jo b  i . e .  perform ance and p r o d u c t i v i t y ,  -  i f  a t a l l ?
(2 ) V a le n c y  as he d e f in e s  i t  i s  a s u b je c t iv e  concept -  to  what 
e x te n t  can  i t  be made o b je c t iv e  f o r  re s e a rc h  pu rpo ses?
(3 ) I s  i t  p la u s ib le  to  b e l ie v e  th a t  peop le  c o n s c io u s ly  o r  •. 
u n c o n s c io u s ly  go th ro u g h  a p ro c e ss  o f  a d d it io n  and 
m u lt ip l ic a t io n  o f  v a r ia b le s  when th e y  d e c id e  to  do 
som ething e .g .  g e t m arried?
Thus Vroom 's th e o ry  i s  u n te s ta b le  th e re fo re  i s  o f  l i t t l e  
p r a c t ic a l  u se .
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H e rz b e rg ’ s Two F a c to r  Model O f M o t iv a t io n
T h is  th e o ry  em phasizes th e  c o n t r ib u t io n  o f  jo b  s a t i s f a c t io n  
to  m o t iv a t io n , and can  be s ta te d  i n  term s o f  th re e  m ain p r in c ip le s .
(1 ) M o t iv a t io n  i s  de te rm in ed  b y  two ty p e s  o f  fa c to rs
(a )  H ygiene f a c t o r s  w hich  lo w e r s a t i s f a c t io n  when 
p o o r, b u t cannot in c re a s e  i t .
(b )  M o t iv a to rs  w h ich  enhance jo b  s a t is f a c t io n .
(2 )  Each f a c t o r  a f f e c t s  perform ance and o u tp u t i n  d i f f e r e n t  wayss
(a )  H ygiene f a c t o r s  can  in c re a s e  d is s a t i s f a c t io n  and 
lo w e r o u tp u t .
(b )  M o t iv a to rs  can in c re a s e  s a t i s f a c t io n  and so in c re a s e  
perform ance and o u tp u t .
(3 ) Job  enrichm ent w i l l  in c re a s e  th e  m o t iv a to rs , s a t i s f a c t io n  and 
o u tp u t .
Thus th e  th e o ry  makes a s p e c i f i c  statem ent about th e  m o t iv a t io n a l 
f a c t o r s  u n d e r ly in g  perform ance and o u tp u t .
I n i t i a l  R esearch
I n  t h i s  s tu d y  H e rzb e rg  in te rv ie w e d  200 e n g in e e rs  and a cc o u n ta n ts . 
S u b je c ts  were asked to  d e s c r ib e  c r i t i c a l  in c id e n t s  at work th a t  
le d  to  h ig h  o r  lo w  jo b  s a t i s f a c t io n .
T h e i r  r e p l ie s  had to  s a t i s f y  c e r t a in  r e s t r i c t i o n s .
(1 ) They had to  be i n  th e  p a s t .
( 2) They had t o  be r e la t e d  to  jo b  s a t is f a c t io n .
(3 ) I t  had to  r e s u l t  i n  e x tre m e ly  h ig h  o r  lo w
jo b  s a t i s f a c t io n .
( 4) They had to  be o b je c t iv e  e ve n ts  i n  th e  work
s i t u a t io n .
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They were a ls o  asked to  e stim a te  th e  d u r a t io n  o f  t h e i r  
f e e l in g s  o f  s a t i s f a c t io n  o r d is s a t is fa c t io n ®
476 c r i t i c a l  in c id e n ts  were a n a lyse d  f o r  t h e i r  cau ses, 
and two ty p e s  o f  f a c t o r  emerged from  th e  a n a ly s is ?
(a )  H ygiene  f a c t o r s  w hich  le d  to  d is s a t i s f a c t io n  and 
were temporary®
(h )  M o t iv a to rs  w hich  le d  to  s a t i s f a c t io n  and were 
lo n g e r  la s t in g
T y p ic a l  o f  h yg ie n e  f a c t o r s  were -  company p o l i c y
s u p e rv is io n  
s o c ia l  r e la t io n s h ip s  
w o rk in g  c o n d it io n s
T y p ic a l o f  m o t iv a to rs  were -  achievem ent
r e c o g n it io n  
th e  work i t s e l f  
r e s p o n s ib i l i t y  
advancement
S a la ry  was an ambiguous f a c t o r  w hich o c c u rre d  i n  b o th  categories®
I t  i s  im p o rta n t to  note  how ever th a t  H e rz b e rg 's  th e o ry  can be 
in t e r p r e t e d  i n  two ways y ie l d in g  two ty p e s  o f  p re d ic t io n ®
Low Job  S a t is f a c t io n  H igh  Job  S a t is f a c t io n  
H yg iene  F a c to rs  A lo w  A H igh
M o t iv a to rs  B lo w  B H igh
Two in t e r p r e t a t io n s  o r  s e ts  o f  p r e d ic t io n s  can be made f o r  th e  
c o n d it io n s  d e s c r ib e d  i n  th e  above m atrix®
- 28 -
(a )  I n  c o n d it io n s  o f  lo w  jo b  s a t i s f a c t io n ,  h yg ie n e  
f a c t o r s  w i l l  be more fre q u e n t th a n  m o tiv a to rs  (A  
lo w  g re a te r  th a n  B lo w )
(b )  I n  c o n d it io n s  o f  h ig h  jo b  s a t is f a c t io n ,  m o t iv a to rs  
w i l l  be more p re v a le n t  th a n  h yg ie n e  f a c t o r s  (B  
h ig h  g re a te r  th a n  A h ig h )
The second in t e r p r e t a t io n  in v o lv e s  a h o r iz o n t a l  com parison.
(a )  H ygiene  f a c t o r s  w i l l  be more p re v a le n t  i n  c o n d it io n s  ' 
o f  lo w  jo b  s a t i s f a c t io n  th a n  h ig h  jo b  s a t i s f a c t io n .
(A  lo w  g r e a te r  th a n  A h ig h )
(b )  M o t iv a to rs  w i l l  be more p re v a le n t  i n  c o n d it io n s  o f  
h ig h  jo b  s a t i s f a c t io n  th a n  lo w  jo b  s a t i s f a c t io n .  (B  
h ig h  g re a te r  th a n  B lo w ) .
B o th  in t e r p r e t a t io n s  c o u ld  be t r u e ,  o r  e i t h e r  one c o u ld  be 
t r u e  in d e p e n d e n tly  o f  th e  o t h e r .
W a ll and S tephenson i n  a re v ie w  (1970). c i t e s  , a v ie w  in favonjp o t  Ife rzberg*  s 
h yp o th e se s from  s tu d ie s  on m anagers, s c ie n t i s t s ,  s u p e r v is o r s ,  e n g in e e rs , 
assem bly l i n e  w o rk e rs , te c h n ic ia n s  and n u rs e s . T h is  c o n s t i t u t e s  an 
im p re s s iv e  c ro s s  s e c t io n a l sa m p ling  o f  s o c ia l  c la s s ,  o c c u p a tio n a l and 
s a la r y  g ro u p s .
However i t  i s  not c le a r  w h ich  in t e r p r e t a t io n  o f  H e rz b e rg ’ s 
t h e o iy  th e y  c la im  to  s u p p o rt . The r e s u l t s  o f  th e  fem ale assem blers 
in d ic a te d  th a t  o n ly  two m o tiva tin g - f a c t o r s  were s ig n i f ic a n t  -  
achievem ent and r e c o g n it io n .
The first interpretation involves a vertical comparison.
162 p r o fe s s io n a l and n o n -p ro fe s s io n a l w orkers  i n  an aerospace 
p la n t ,  were a ssessed  f o r  h ig h  o r  lo w  jo b  s a t i s f a c t io n .
One h yg ie n e  f a c t o r  (company p o l i c y )  and one m o t iv a to r  (a ch ie ve m e n t) 
were compared f o r  t h e i r  r e la t i v e  c o n t r ib u t io n  to  h ig h  o r  low . jo b  
s a t i s f a c t io n .  The r e s u l t s  show th a t  th e  m o t iv a to r , ach ievem ent, was 
th e  more im p o rta n t d e te rm in a n t o f  b o th  h ig h  and lo w  jo b  s a t i s f a c t io n .
Thus in t e r p r e t a t io n  1 . w h ich  p r e d ic t s  th a t  th e -h y g ie n e  f a c t o r  
sh o u ld  be more im p o rta n t f o r  lo w  jo b  s a t i s f a c t io n  was r e f u t e d .
D im n e t te ( l967) e t a l .
S e c re t a r ie s ,  sto rem a n agers , re s e a rc h  s c ie n t i s t s ,  salesm en and 
c le r k s  were a l l  a ssessed  i n  term s o f  s a t i s f a c t io n  -w ith t h e i r  jo b s .
L u n e tte  found th a t  th re e  m o t iv a to rs  and one h yg ie n e  f a c t o r  were 
th e  h ig g e s t  d e te rm in a n ts  o f  b o th  s a t i s f a c t io n  and d i s s a t i s f a c t io n .
But he a ls o  found th a t  th e  m o t iv a to rs  were more im p o rta n t th a n  
th e  h yg ie n e  f a c t o r  f o r  lo w  and h ig h  jo b  s a t is f a c t io n .  T h is  a g a in  
r e f u te s  in t e r p r e t a t io n  1 . w h ich  p r e d ic t s  th a t  th e  h yg ie n e  f a c t o r  sh o u ld  
have been more im p o rta n t i n  cases o f  lo w  jo b  s a t i s f a c t io n .
H in r ic h s  (1967) e t a l .
600 te c h n ic ia n s  were assessed  f o r  s a t i s f a c t io n  w ith  t h e i r  jo b s .  
H in r ic h s  found th a t  h yg ie n e  f a c t o r s  were more im p o rta n t th a n  m o t iv a to rs  
f o r  oases o f  lo w  and h ig h  jo b  s a t i s f a c t io n .
Lindsay (1967) et al.
A g a in  in t e r p r e t a t io n  1. i s  re fu te d  b u t f o r  th e  o p p o s ite  re a so n ; 
i t  p r e d ic t s  th a t  m o t iv a to rs  sh o u ld  be more im p o rta n t i n  c o n d it io n s  o f  
h ig h  jo b  s a t is f a c t io n ,  and th e y  were not®
H in r ic h s  d id  f in d  th a t  in t e r p r e t a t io n  2® was su p p o rte d ; th a t  
h yg ie n e  f a c t o r s  were more p re v a le n t  i n  c o n d it io n s  o f  lo w  jo b  s a t i s f a c t io n  
th a n  h ig h , and m o tiv a to rs  were more p re v a le n t  i n  c o n d it io n s  o f  h ig h  jo b  
s a t i s f a c t io n  th a n  lo w .
I n  g e n e ra l th e  d a ta  r e fu te  in t e r p r e t a t io n  1® (th e  v e r t i c a l  
com parison) and th e y  su p p o rt in t e r p r e t a t io n  2. ( th e  h o r iz o n t a l  com parison)
A g e n e ra l re v ie w  o f  th e  l i t e r a t u r e  shows th a t  w h ile  th e re  i s  
c o n s id e ra b le  su p p o rt f o r  H e rz b e rg 's  t h e o iy ,  th e  s tu d ie s  w hich  su p p o rt 
him te n d  to  have used H e rz b e rg 's  p ro c e d u re s , w h ile  th o se  w hich  do not
su p p o rt him have used o th e r  methods®
T h is  su gg ests  th a t  H e rz b e rg 's  r e s u l t s  were b ia s e d  b y  th e  in t e r v ie w
te c h n iq u e s  th a t  he u sed , and i t  i s  n e ce ssa ry  to  examine h is  te c h n iq u e s  a
l i t t l e  more c lo s e ly .
( l )  Vroom su g g e sts  th a t  th e  te c h n iq u e  o f  a sk in g  f o r  c r i t i c a l
in c id e n t s  may have b ia s e d ' th e  answ ers; -  w ith  e ve n ts  le a d in g  to  
lo w  jo b  s a t i s f a c t io n  w o rk e rs  w i l l  n a t u r a l ly  te n d  to  blame o u ts id e  
fa c to r s  i . e .  h yg ie n e  f a c t o r s  and on th e  o th e r  hand w ith  e ve n ts  
le a d in g - to  h ig h  jo b  s a t i s f a c t io n  w orkers  w i l l  n a t u r a l ly  a t t r ib u t e  
th e  causes to  th em se lves i . e .  m o tiva to rs*
W a ll and Stephenson se t out t o  t e s t  Vroom 's c r i t i c i s m .
Thsy assumed th a t  i n  a s e le c t io n  in t e r v ie w  peop le  w i l l  n a t u r a l ly  
want to  p re se n t th e m se lve s  i n  th e  b e s t l i g h t  p o s s ib le ,  and th e  
ty p e  o f  c r i t i c a l  in c id e n t  c o l le c t e d  i n  a s e le c t io n  in t e r v ie w  
sh o u ld  su p p o rt H e rz b e rg 9s th e o r y .
On th e  o th e r  hand peop le  in te rv ie w e d  at work are  not p a r t i c u la r l y  
concerned w ith  th e  im p re s s io n  th e y  make, and, i f  V room 's c r i t i c i s m  
i s  c o r r e c t ,  c r i t i c a l  in c id e n t s  c o l le c te d  i n  a re la x e d  w o rk in g  
environm ent sh o u ld  not su p p o rt H e rzb e rg .
These p r e d ic t io n s  were v e r i f i e d ;  d a ta  o b ta in e d  from  s e le c t io n  
interviex>rs d id  su p p o rt H erzberg* s two f a c t o r  th e o r y ,  w h ile  d a ta  
o b ta in e d  i n  re la x e d  w o rk in g  c o n d it io n s  d id  n o t .
A n o th e r problem  x rith  H e rz b e rg 9 s te ch n iq u e  i s  th a t  o f  s c o r in g  
c r i t i c a l  in c id e n ts  as b e in g  due to  e i t h e r  h yg ie n e  o r  
m o t iv a t io n a l f a c t o r s ,  and th e  r e l i a b i l i t y  o f  th e  s c o re r  i s  
a lw ays i n  q u e s t io n .
A g a in  H e rzb e rg  used a v e r y  s im ple  method o f  s c o r in g ;  he 
s im p ly  counted  th e  number o f  tim e s a f a c t o r  o f  e i t h e r  ty p e  
o c c u rre d  i n  th e  s t o r y .  But when peop le  s c o re d  each 
o th e rs  a c c o u n t,th e y  e xp re sse d  .a  . d e s ire  to  use  a  . w e ig h t in g  
system  Which a llo w e d  them to  say th a t  one f a c t o r  was txri.ce as 
im p o rta n t as a n o th e r.
A g a in  W all has asked w hether th e  p e rc e iv e d  causes o f  lo w  jo b  
s a t i s f a c t io n  were i n  fa c t  th e  r e a l  causes o f  t h e i r  lo w  m orale — 
men whose m o t iv a t io n  i s  lo w  m i l  be more re a d y  t o  f in d  f a u l t  
xri.th and blame t h e i r  e n viro n m e n t, th a n  men xfriose m o t iv a t io n  i s
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C o n s id e r th e  in c id e n t  o f  w i ld  oat s t r ik e s  where th e  
o s te n s ib le  re a s o n  f o r  s to p p in g  work i s  o f t e n  v e r y  d i f f e r e n t  
from  th e  genuine  g r ie v a n c e s  th e  men have®
(5 ) One f i n a l  problem  i s  more a comment on H e rzb e rg s  th e o ry  th a n  
h is  te c h n iq u e s , b u t i t  r a is e s  th e  q u e s t io n  o f  how h yg ie n e  
fa c to r s  and m o tiv a to rs  in t e r a c t .  I t  i s  q u ite  p o s s ib le  f o r  
w o rk in g  c o n d it io n s  (h y g ie n e  f a c t o r s )  to  be v e r y  bad , w h ile  
th e  m o t iv a to rs  p re se n t a re  v e r y  good as f o r  exam ple i n  
nursing®  How do th e se  two ty p e s  o f  fa c to r s  in t e r a c t  i n  t h i s  
s i t u a t io n ,  and what w i l l  be t h e i r  f i n a l  e f f e c t  on  perform ance and 
p r o d u c t iv i t y ?  The th e o ry  p ro v id e s  no c le a r  answer®
P o l la r d ,  Doobs- e t a l .  (1939)
F r u s t r a t io n  — A g g re s s io n  H y p o th e s is  
A c c o rd in g  to  B lum s- 
a r e v is e d  h y p o th e s is  c o n c e rn in g  th e  above g e n e r a l ly  su g g e sts  
th a t  a g g re s s io n  i s  t y p i c a l l y  produced b y  f r u s t r a t io n ,  b u t 
th a t  b e in g  f r u s t r a t e d  does not n e c e s s a r i ly  r e s u l t  i n  an 
a g g re s s iv e  re sp o n se . Responses to  f r u s t r a t io n  are  now 
c o n s id e re d  to  be o f  fo u r  b a s ic  typ es?
W ithdraw a l responses® A tta c k  responses®
L im it a t io n  responses® S u b s t i t u t io n  responses®
T h is  w ould appear to  in d ic a t e  th a t  f r u s t r a t io n  causes 
d i s s a t i s f a c t io n ,  a lth o u g h  S c o tt ( 1966) su g g e s ts  th e  a c t iv a t io n  
th e o ry  w h e re in  th e  human organism  needs s t im u la t io n  and v a r ie t y  
i n  i t s  environm ent and f r u s t r a t io n  m ight s a t i s f y  th e se  needs.
The a u th o r f e e ls  th a t  t h i s  statem ent w i l l  o n ly  he t r u e  i f  th e  
in d iv id u a l  has some c o n t r o l  o v e r h is  w o rk in g  environment®
I f  th e  in d iv id u a l  a cc e p ts  f r u s t r a t io n  as a c h a lle n g e  th e n  
th e re  must he some id e n t i f i a b le  way i n  w hich he can  surmount 
th e se  o b s ta c le s . S u re ly  o n ly  t h i s  would cause s a t i s f a c t io n .
Much w i l l  depend upon th e  p e r s o n a l i t y  and re q u ire m e n ts  o f  th e  
in d iv id u a l ,  and indeed th e  a rea s o f  f r u s t r a t io n .
Hoppock
A community wide s u rv e y  con d u cte d  b y  Hoppock (1935) where 
e ig h ty  p e r  cent o f  th e  351 employed a d u lts  answered th e  q u e s t io n n a ire  
showed th a t  o n ly  15 p e r cen t o f  th e  sample had jo b  d is s a t i s f a c t io n .  
R ob in son  and Hoppock (1952) have s in c e  c o l le c t e d  d a ta  on 191 a s s o rte d  
s tu d ie s  r e p o r t in g  p e rce n ta g e s  o f  jo b  d i s s a t i s f a c t io n .  The m edian 
f ig u r e  i s  18 p e r cen t d i s s a t i s f i e d .  These r e s u l t s  would seem to  
in d ic a t e  th a t  o n ly  a sm all p ro p o r t io n  o f  w orkers a re  r e a l l y  
d i s s a t i s f i e d  w ith  t h e i r  jo b s .  One would o f  course  need to  know more 
about th e  sam ple.
I n  t h i s  c h a p te r  a c o n s id e ra b le  amount o f  re s e a rc h  has been 
c i t e d  and re v ie w e d . The o b je c t iv e  has been to  id e n t i f y  th e  v a r io u s  
ty p e s  o f  re s e a rc h , th e  f a c t o r s  s e le c te d , and th e  c o n t r ib u t io n  o f  th e se  
f a c t o r s  to  jo b  s a t i s f a c t io n  a nd/or jo b  d is s a t i s f a c t io n .  H erzb e rg* s two 
f a c t o r  th e o ry  m i l  be used to  id e n t i f y  th e  fa c to r s  as e i t h e r  hygiene , 
o r  m o t iv a to rs .
As re p o rte d  i n  Blum ( 1968) ,  Vroom ( 1964) f a c t o r  a n a lyse d  a 
number o f  s tu d ie s  i n  jo b  s a t i s f a c t io n  and l i s t e d  th e  d i f f e r e n t  
d im ensions o f  fa c to rs  as fo lio w s s ~
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Attitude Dimension Number Of Studies
(1 ) A t t i tu d e s  to w a rd s  th e  company and
company management 7 H
(2 ) A t t i tu d e s  to w a rds  p ro m o tio n a l
o p p o r tu n it ie s  3 M
(3 ) A t t i tu d e s  to w a rds jo b  c o n te n t 4 M
(4) A t t i tu d e s  to w a rds s u p e r v is io n  8 H
(5 ) A t t i tu d e s  to w a rds  f in a n c ia l  re w a rd s  7 H
( 6) A t t i tu d e s  to w a rd s  c o n d it io n s  3 H
(? )  A t t i t u d e s  to w a rd s  c o -v io rk e rs  3 H
H e rzb u rg , M ausner, P e te rs o n  and C a pw e ll 1957 re p o r t  d a ta  com piled  
from  16 d i f f e r e n t  s tu d ie s  and in v o lv in g  o v e r  11,000 em ployees. The 
f o l lo w in g  shows how th e  w orkers  ranked th e  f a c to r s  accox-d ing to  t h e i r  
im portance*
H -  H ygiene
M -  M o t iv a to rs
t  35'VV
RELATIVE IMPORTANCE OF DIFFERENT ASPECTS OF JOB SATISFACTION
Job  F a c to r  O r L e a st Most
S p e c if ic  Job  Aspect Im p o rta n t Im po rta n t
12 11 10 9 8 7 6 5 4 3  2 1
I— L J — 1— I— L i — I— 1— I— J— i
S e c u r i t y  I H
In t e r e s t  (From i n t r i n s i c  a sp e cts  o f  — J— — ^
jo b s )
O p p o rtu n ity  f o r  advancement ^
A p p re c ia t io n  (From  s u p e r v is io n )  — { ^
Company and management • ™— ....... | H
I n t r i n s i c  a sp e cts  o f  jo b  •  —  ,.| — —
(E x c lu d in g  ease) M
Wages ~4---H
\
S u p e rv is io n  — ---------j— - jj
\
S o c ia l a sp e cts  o f  jo b  I H
W ork ing c o n d it io n s  (E x c lu d in g  h o u rs ) -   j- ~ jj
Com m unication - — j— --------— > H
H ours (From w o rk in g  c o n d it io n s )  jj
Ease (From  i n t r i n s i c  a sp e c ts  o f  jo b ) - - - j— -----------— — M
B e n e f it s  j— — — - H
Legends
In t e r q u a r t i le  range 
M edian rank
H -  H ygiene
M -  M o t iv a to rs
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Blum (1968) s ta te s  th a t  v jh ile  th e se  d a ta  may he used as an 
a pproxim ate  in d ic a t io n  o f  th e  o v e r a l l  im portance  o f  th e  v a r io u s  jo b  
f a c t o r s ,  i t  i s  v e r y  im p o rta n t to  keep i n  mind th a t  t h i s  ra n k in g  i s  
apt to  be q u ite  d i f f e r e n t  from  any p a r t i c u la r  c la s s  o r  g ro up  o f  
workers* H e rzb e rg  e t a l  p o in ts  t h i s  ou t d e a r ly *  F o r  example w ith  
p e op le  at h ig h e r  o c c u p a tio n a l a nd/or e d u c a tio n a l le v e ls  i n t r i n s i c  
a sp e cts  o f  th e  jo b  go up i n  im p o rta n ce , w h ile  s e c u r i t y  d ro p s  o f f  
c o n s id e ra b ly .
A f u r t h e r  a n a ly s is  o f  th e  r e la t i v e  im portance  o f  fa c t o r s  
em anating from  e ig h t  p ie c e s  o f  re s e a rc h  in t o  jo b  s a t i s f a c t io n  as 
re p o rte d  i n  T i f f i n  and McCormick ( 1968) f o l lo w s .
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I f  we examine f a c to r s  
emerge s
The Factors
Vrooms A n a ly s is  
H e rzh e rg  e t a l 
T i f f i n  and McCormick
S e c u r it y  was id e n t i f i e d  h y  most o f  th e  re sp o n d e n ts  as th e  more 
im portant®  O p p o rtu n ity  f o r  advancement was ranked j o i n t l y  w ith  
se cu rity®  I n t r i n s i c  a sp e cts  o f  th e  jo b  were a ls o  ranked h ig h , 
g e n e r a l ly  th ird®  F u r th e r  ra n k in g s  c o n ta in e d  more h yg ie n e  fa c to r s  
th a n  m o t iv a to rs , and th e  h yg ie n e  f a c t o r s  were in v a r ia b ly  ranked h ig h e r  
th a n  th e  re m a in in g  m otivators®  I n  an a n a ly s is  and e v a lu a t io n  o f  th e  
two f a c t o r  th e o ry  K in g  (1972) g e n e ra l is e s  from  f i v e  t h e o r ie s  and co n c lu d e s  
th a t  a lth o u g h  some re s e a rc h  te n d s  to  su p p o rt one o r  more o f  th e se  t h e o r ie s ,  
many o f  th e  r e s u l t s  show e xp e rim e n te r coded b ia s e s  and d e fe n s iv e  b ia s e s .
He a ls o  in d ic a t e s  th a t  f u r t h e r  re s e a rc h  needs to  be conducted  p a tte rn e d  
a f t e r  H u l in  and Sm ith ( 1967)® W ith ou t d is c u s s in g  i n  d e p th  K in g 's  
a n a ly s is  o f  H u l in  and S m ith 's  s tu d y , i t  i s  in t e r e s t in g  to  n ote  th a t  
th e  h yg ie n e  f a c t o r s  c o r r e la te d  s i g n i f i c a n t l y  more w ith  o v e r a l l  s a t i s f a c t io n  
th a n  w ith  o v e r a l l  d is s a t is fa c t io n ®  A lth o u g h  no d i r e c t  o v e r a l l  com parison  
may be made w ith  th e o r ie s  te n d in g  to  su p p o rt th e  two f a c t o r  th e o ry  
because o n ly  two m o tiv a to rs  and th re e  h yg ie n e  f a c t o r s  were u sed , i t  does 
n e v e rth e le s s  c h a lle n g e  th e  th e o ry  th a t  m o t iv a to rs  c o r r e la t e  o n ly  w ith  
s a t is fa c t io n ®
th a t  appear im p o rta n t to  w o rk e rs , th e  fo l lo w in g 1
M o tiv a to rs
5
10
10
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CORRELATIONS BETWEEN SATISFACTION WITH EACH OF F IV E  JOB FACTORS AND 
MEASURES OF OVERALL JOB SATISFACTION AND OVERALL JOB D ISSA TISFA CTIO N
( H u l in  & Sm ith , 1967)
M ales Females
Job  F a c to r
S at­
i s f a c t i o n
D is ­
s a t i s f a c t io n
S a t -  D i s -  
i s f a c t i o n  s a t i s f a c t io n
M o tiv a to rs
Work I t s e l f  . . . . . 68 .4 4 . *45 ®43
P rom otion  « . . . ®40 ®38 ®46 .1 4
H ygienes
Pay « ® o. .39 .2 4 .12 .18
S u p e rv is io n  . . . . .53* .25 .31 - .0 3
C o -w o rk e rs  . . . .
_________________________
®43* .13 o 20
* The d i f f e r e n c e  betw een th e  c o r r e la t io n  w ith  s a t i s f a c t io n  and w ith
d i s s a t i s f a c t io n  i s  s ig n i f ic a n t  at th e  *05 leve l®
The a u th o r f e e ls  th a t  a c o n s id e ra b le  weakness e x is t s  i n  much o f  th e  
re s e a rc h  to  da te  on jo b  s a t i s f a c t io n ,  i n  th a t  th e  most a cc la im ed re s e a rc h  
has m a in ly  examined th e  a rea s o f  management, th a t  i s  from  l i n e  s u p e r v is o r  
upw ards, and a ls o  many s t a f f  p o s it io n s®  What appears t o  be re q u ire d  i s  
more s t r u c tu r e d  re s e a rc h  in t o  th e  h ig h e r  d e n s it y  a re a  o f  m a n u fa c tu rin g  
o rg a n isa tio n s®  The s e m i -s k i l le d  o p e ra to rs  la c k  a sp e c ts  o f  i n t r i n s i c  
s a t i s f a c t io n ,  o p p o r tu n it y  f o r  s e l f  deve lopm ent, advancement and o th e r  
m otiva tors®  I t  i s  w e ll  known th a t  p eop le  o ccu p ie d  i n  m a n a ge ria l and 
s t a f f  p o s i t io n s  have in v a r ia b ly  more v a r i e t y  i n  t h e i r  jo b s  and in d e e d  
more o p p o r tu n it y  f o r  s e l f  a c t u a l is a t io n  and i n t r i n s i c  s a t i s f a c t io n .  I t  
w ould th e r e f o re  appear lo g i c a l  t o  c o n c e n tra te  upon th e  la r g e s t  p o p u la t io n  
a re a  i n  m a n u fa c tu rin g  c o n c e rn s .
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To in d ic a t e  an approxim ate  r a t io  o f  t h i s  p o p u la t io n  a re a  i n  
m a n u fa c tu rin g  o rg a n is a t io n s ,  a t y p ic a l  assem bly shop se t up f o l lo w s :
B a tch  P ro d u c t io n
150 S e m i-s k i l le d  o p e ra t iv e s
10 S e t te rs  o r  L e a d in g  o p e ra to rs
10 Chargehands
2 A s s is ta n t  forem en
1 Bbreman
2 L a b o u re rs
10 V ie w e rs
5 In s p e c to rs
4 S to re s  K eepers
2 Wages c le r k s
2 P la n n in g  E n g in e e rs
2 Work S tudy P r a c t i t io n e r s
1 P erso n n e l A s s is ta n t
2 P ro d u c t io n  C o n t ro l
4 S ales
4 Developm ent and D e s ig n
"3 M aintenance E n g in e e rs
4 Toolm akers
R a tio  150/68
I t  would p ro b a b ly  be a ccepted  th a t  most o f  th e  s e r v ic e  a rea s in d ic a te d  
have f a r  more v a r i e t y  and in h e re n t  s t im u la t io n  i n  t h e i r  work th a n  th e  
s e m i -s k i l le d  o p e ra to rs . A n o th e r im p o rta n t p o in t  i s  th a t  most in d u s t r ia l  
u n r e s t ,  g r ie v a n c e s  and d is p u te s , emanate from  th e  s e m i-s k i l le d  o p e ra to rs  
i n  in d u s t r y .
One o f  th e  b a s ic  re q u ire m e n ts  o f  a f in a n c ia l  in c e n t iv e  scheme 
i s  th a t  i t  sh o u ld  be s im ple  and e a s i l y  u n d e rs to o d  ( M a r r io t ' s 
summarised p r in c ip le s )? ,  T h is  re q u irem e n t i s  based on th e  
assum ption  th a t  o p e ra t iv e s  who p e rc e iv e  h ig h e r  p e rso n a l 
p r o d u c t i v i t y  as a means to  in c re a s e d  e a rn in g s  p e rfo rm  more 
e f f e c t i v e l y  th a n  o p e ra t iv e s  who do not p e rc e iv e  t h i s  re la t io n s h ip ®  
(Georgopoulo'S- e t al® 1957). O th e r s tu d ie s  have reached a s im i la r  
c o n c lu s io n  o f  w h ich  two in v e s t ig a t io n s  conducted  b y  th e  I n d u s t r ia l  
P sy c h o lo g y  Research Group m e rit  a tte n tio n ®  Both s tu d ie s  concerned 
form s o f  Bedaux payment system s; th a t  i s  a ty p e  o f  premium bonus 
system  where e a rn in g s  v a r y  p r o p o r t io n a l ly  le s s  th a n  output® The 
methods used were m a in ly  p e rs o n a l in t e r v ie w s  and a n a ly s is  o f  f a c t o r y  
records®  W yatt, Langdon and M a rr io t  su rve ye d  s i x  f a c t o r ie s  i n  
w hich  564 o p e ra t iv e s  were a sk e d s -
(a )  Do you  u n d e rs ta n d  how y o u r  wages are c a lc u la te d ?
and
(b )  Do you  know when you  have reached th e  p o in t  a t w hich 
you  s t a r t  e a rn in g  bonus?
The r e p l ie s  were ta b u la te d  u n d e r th e  h e ad in gs  o f  Y e s , R oughly  
and No, as f o l lo w s ? -
Yes R o ug h ly  No
Q u e s tio n  $  Range #  Range #  Range
(a )  46 1 -  88 14 3 -  31 40 © -  96
(b )  53 1 -  98 6 0 -  22 41 2 -  88
g p e t t a e i n mn wi  a— i mtmmmmmmtmm
Operator Understanding
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Thus o n ly  h a l f  o f  th e  number o f  o p e ra t iv e s  in te rv ie w e d  c la im ed 
to  u n d e rs ta n d  t h e i r  wages c a lc u la t io n .  The u n d e rs ta n d in g  v a r ie d  
betw een f a c t o r ie s  -  80$ and above i n  two f a c t o r ie s  u n d e rs to o d  th e  
c a lc u la t io n  o f  wages, w h ile  i n  two o th e rs  t h i s  f e l l  t o  5$° T h is  
was e x p la in e d  b y  th e  c o n d it io n s  o f  work, and to  a le s s e r  e x te n t  
th e  amount o f  e x p la n a t io n  g iv e n  b y  management. I n  th e  f a c t o r ie s  
w h ich  showed h ig h / io p e ra t iv e  u n d e rs ta n d in g , th e  o p e ra t iv e s  were 
m a in ly  on one ty p e  o f  work, and i n  one case management a id ed  
u n d e rs ta n d in g  b y  th e  p r o v is io n  o f  s im ple  c h a rts  e x p la in in g  th e  
c a lc u la t io n  o f  xvages. I n  f a c t o r ie s  where o p e ra t iv e s  re v e a le d  ioxsi 
u n d e rs ta n d in g , fre q u e n t changes i n  th e  work o c c u rre d  and th e  mechanism 
f o r  o a lo u la t io n  xras so c o m p lica te d , th a t  management found i t  d i f f i c u l t  
to  g iv e  an i n t e l l i g i b l e  e x p la n a t io n .
The second s tu d y  b y  Shimmin 1959> was i n  s i x  f a c t o r ie s  ra n g in g  
from  300 -  3»000 o p e ra t iv e s .  I n  e xam in in g  u n d e rs ta n d in g , le v e ls  
o f  com prehension o f  th e  schemes xrere d is t in g u is h e d  and term ed 
’ fo rm a l9 and ’ f u n c t io n a l ’ u n d e rs ta n d in g . The fo rm er was d e f in e d  as 
u n d e rs ta n d in g  th e  p r in c ip le  o f  th e  wage in c e n t iv e ,  methods o f  vroik 
measurement and th e  o a lo u la t io n  o f  p a y . The l a t t e r  was d e f in e d  as 
h a v in g  a x*jorking knowledge g a in e d  from  e xp e rie n c e  o f  cash  bonus 
r e la t e d  to  some o u tp u t l e v e l .  388 o p e ra t iv e s  were a sse sse d , and 
th e  r e s u l t s  summarised u n d e r good u n d e rs ta n d in g , l im it e d  u n d e rs ta n d in g  
and no u n d e rs ta n d in g .
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Good 14 0 - 2 9
L im ite d  42 21 -  67
No 44 20 -  67
The c o n c lu s io n  to  he draw n from  th e se  r e s u l t s  i s  th a t  o v e r  
40$ o f  th e  o p e ra t iv e s  la c k  any u s e fu l  u n d e rs ta n d in g  o f  th e  f in a n c ia l  
in c e n t iv e  schemes u n d e r w hich  th e y  w ork. H a r r io t  a rgues th a t  i t  i s  
re a s o n a b ly  c e r t a in  th a t  p r o d u c t i v i t y  w i l l  be a d v e rs e ly  a f fe c te d  
where la c k  o f  u n d e rs ta n d in g  underm ines th e  in c e n t iv e  e f f o r t .  A lso  
th e  f u l l  b e n e f it s  o f  th e  in c e n t iv e  may not be a ch ie ve d  where la c k  
o f  u n d e rs ta n d in g  e x is t s .  Thus th e  fa c t  th a t  p la n s  e x is t  w h ich  have 
in c re a s e d  p ro d u c t io n  and lo w e re d  u n i t  c o s ts ,  d e s p ite  a lo w  le v e l  
o f  u n d e rs ta n d in g  b y  em ployees does not d is p ro v e  th e  p re m ise .
F u r th e r  c r i t i c i s m  o f  much o f  th e  p re v io u s  re s e a rc h  i s  th e  
apparent la c k  o f  s t r u c t u r e  i n  th e  q u e s t io n s  asked. To ask someone 
to  r e c a l l  th e  good o r  bad moments o f  th e  jo b  and e xp e c t an a cc u ra te  
and u n b ia se d  account s p e c i f i c a l l y  remembered and id e n t i f i e d ,  i n  
th e  a u th o r ’ s o p in io n  i s  ju s t  not f e a s ib le .  As K in g  (1972) s ta te s  
th e y  a re  bound to  c o n ta in  b ia s e s  o f  many k in d s . Those re sp o n d e n ts  
th a t  cannot remember and a re  re a s o n a b ly  s a t i s f ie d  w ith  t h e i r  jo b s  
a re  s u r e ly  not g o in g  t o  d is a p p o in t  th e  re se a rc h e r^  W ith  th e se  
f a c t s  i n  mind th e  a u th o r has d e s ig n e d  a number o f  q u e s t io n s  w i t h in  
f i v e  fa c t o r s  as p r e v io u s ly  m entioned:
Understanding % Range
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Dependent
V a r ia b le
The q u e s t io n s  a re  s p e c i f i c  and d e s ig n e d  to  r e v e a l jo b  s a t i s f a c t io n  
amongst s e m i -s k i l le d  o p e ra to rs  who have v e r y  l i t t l e  o p p o r tu n it y  f o r  jo b  
m o t iv a t io n  as id e n t i f i e d  b y  p re v io u s  re s e a rc h e rs <> The th e o r y  w i l l  be 
e x p la in e d  and d e ve lop e d  i n  th e  n e x t chapter®
T h is  c h a p te r has so f a r  oonoerned i t s e l f  w ith  re s e a rc h  a s s o c ia te d  
w ith  th e  s a t i s f a c t io n  — d i s s a t i s f a c t io n  syndrome® P s y c h o lo g is ts  w ould 
a rgu e  th a t  th e  domains have been m o s tly  i n  t h e i r  a rea s o f  d i s c ip l in e .
The a u th o r how ever w ould c o n te s t t h i s  s ta te m e n t. F o r much o f  t h i s  
re s e a rc h  has been a s s o c ia te d  w ith  group s -  t h e i r  a t t i t u d e s ,  in t e r a c t io n s ,  
re sp o n se s and in v o lve m e n t. I n  consequence we have moved in t o  th e  domain 
o f  th e  I n d u s t r ia l  S o c io lo g is t .  A c le a r  d icho tom y appears i r r a t i o n a l  
and im p o s s ib le , perhaps we sh o u ld  now i d e n t i f y  t h i s  re s e a rc h  w ith  
S o c ia l  S c ie n t is t s  and a p p re c ia te  th e  n e c e s s it y  o f  th e  in vo lve m e n t o f  
b o th  th e  p s y c h o lo g is t  and s o c io lo g is t  i n  re s e a rc h  o f  t h i s  n a tu re .
I n  v ie w  o f  t h i s  l a t t e r  statem ent an e xa m in a tio n  o f  th e  con ce pts  o f  
d is s a t i s f a c t io n  and th e  w ork o f  p h ilo s o p h e rs  and s o c io lo g is t s  w ith  
r e la t io n  to  d is s a t i s f a c t io n  and a l ie n a t io n  i s  th o u g h t to  be u s e f u l .
Independent
V a r ia b le s
’ B ro a d ly  sp e a k in g , a l ie n a t io n  den otes a s o c io -p s y c h o lo g ic a l 
c o n d it io n  o f  th e  in d iv id u a l  w hich in v o lv e s  h is  estrangem ent from  
c e r t a in  a sp e cts  o f  h is  s o c ia l  e x is te n c e 9 D ic t io n a r y  o f  S o c io lo g y . 
(1975)
I t  was f e l t  n e ce ssa ry  to  commence w ith  a c u r re n t  d e f in i t i o n  
i n  v ie w  o f  th e  fa c t  th a t  ’ a l ie n a t io n 9 has been a s c r ib e d  and r e la te d  
to  so many d i f f e r e n t  d i s c ip l in e s  i n  so many d i f f e r e n t  ways. F o r 
example i t  has o c c u rre d  in ,  S o c ia l p s y c h o lo g y , S o c io lo g y , P h ilo s o p h y , 
P s y c h o a n a ly s is  and E x i s t e n t i a l i s t  P h ilo s o p h y . I t  has a ls o  been 
used as an e x p la n a t io n  o f  c la s s  d i f f e r e n c e s ,  m ental b e h a v io u r , 
in d u s t r ia l  problem s and c o n f l i c t ,  a n arch y and e th n ic  d isa d v a n ta g e . 
A lth o u g h  i t  was M arx who f i r s t  c o n c e p tu a lis e d  9a l ie n a t io n 9 in t o  
s o o io lo g ic a l  th e o r y ,  he appeared to  be g r e a t ly  in f lu e n c e d  b y  H e g e l, 
who as s ta te d  b y  Schacht (1970) was th e  f i r s t  to  e le v a te  th e  term  
to  a p o s i t io n  o f  p h i lo s o p h ic a l im p o rta n ce . Kaufman 1965 s ta te s  th a t  
9T o c la im  th a t  a p e rso n  i s  a lie n a te d  i s  to  c la im  th a t  h is  r e la t io n  
to  som ething e ls e  has c e r t a in  fe a tu re s  w hich r e s u l t  i n  a vo id a b le  
d is c o n te n t  o r  lo s s  o f  s a t i s f a c t i o n . 9 A c c o rd in g  to  S ch a ch t,
Kenneth K e n iso n  ( 1965) contends t h a t ,  ’ Most usages o f  ’ a lie n a t io n *  
share  th e  assum ption th a t  some r e la t io n s h ip  o r  c o n n e c t io n  th a t  once 
e x is t e d ,  th a t  i s  ’ n a t u r a l ,  d e s ira b le  o r  good9, has been l o s t .
A lth o u g h  H o ro w itz  ( 1966) su g g e s ts  9th e  need f o r  a p h i lo s o p h ic a l 
a n a ly s is  w ith  p a r t i c u la r  re fe re n c e  to  th e  use o f  th e  term  b y  S o c ia l 
S c i e n t i s t s , 9 t h i s  had to  some e x te n t been a ch ieved  b y  Seeman (1959)?
Alienation/Dissatisfaction
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and b y  N e t t le r  (1957)* Seeman has appeared to  have heen in f lu e n c e d  
b y  Marx i n  h is  a n a ly s is  o f  ’ a l ie n a t io n 9 f o r  example two o f  h is  
is o la t e d  co n ce p ts  a re , 9p o w e rle ssn e ss9 and 9m e a n in g le ss9 w hich  were 
used b y  M arx i n  h is  e a r l ie s t  w r i t in g s .  Schacht’s com prehensive work 
on 9a l ie n a t io n 9 co n d u cts  th e  re a d e r th ro u g h  a s e r ie s  o f  in t e r e s t in g  
and e n lig h te n in g  developm ents and p ro g re s s io n s  i n  t r u e  p h i lo s o p h ic a l 
s t y l e .  Commencing w ith  t r a d i t io n a l  u se s  o f  th e  te rm , he th e n
i
d is c o u rs e s  upon L a t in  and German d e r iv a t io n s  and e q u iv a le n ts .  The 
L a t in  o r i g i n  he s ta te s  i s  9a l ie n a t io 9, and d e r iv e s  i t s  m eaning from  
th e  v e rb  a lie n a re  ( t o  make som ething a n o th e r’ s , to  ta ke  away, re m ove).
I n  a d d it io n  i t  can a ls o  mean, 9t o  cause a warm r e la t io n s h ip  w ith  
a n o th e r t o  c o o l9.
Schacht a ls o  d is c u s s e s  th e  German e q u iv a le n t  o f  9 a l ie n a t io n 9.
ot
9E n tfre m du n g9, w hich i n  Grimms W orterbuch  (1862) meant, 9to  make 
a l ie n ,  to  ro b , to  ta k e , to  s t r i p  o f 9. T h is  German term  has s in o e
it
been re p la c e d  b y  ’ V e rd u ss e ru n g 9.
G ro t iu s  ( l8 5 3 )? Hobbes(1950) and Locke (1947) do not use th e  
term  a l ie n a t io n  i n  th e  same manner. G ro t iu s  u ses  th e  L a t in  a l ie n a t io
u
i n  th e  c o n n e c tio n  w ith  th e  t r a n s f e r  o f  9 S o ve re ig n  a u t h o r i t y 9 o v e r  o n e s e lf  
to  a n o th e r p e rso n . (The  a l ie n a t io n  o f  S o v e re ig n  a u t h o r i t y ) .  Hobbesand 
Locke are  how ever s im i la r  i n  t h e i r  approach i n  r e la t i o n  to  th e  s o c ia l  
c o n tra c t  th e o r y .  H obbes-w rites i n  h is  L e v ia th a n s  9To la y  downe a man9s . 
r ig h t  to  any t h in g  i s  to  d iv e s t  h im s e lfe  o f  th e  L ib e r t y  o f  h in d r in g  
a n o th e r o f  th e  b e n e f it  o f  h is  own r ig h t  to  th e  same. . . . . . . . . .  R ig h t i s
la y d  a s id e  e i t h e r  b y  s im p ly  re n o u n c in g  i t  o r  b y  t r a n s f e r r in g  i t  to  
a n o th e r .9
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Hobbes c o n s id e rs  th a t  t h i s  renouncement o f  r ig h t  i s  a g a in  f o r  th e  
in d iv id u a l .  The concept a l ig n s  c lo s e ly  w ith  p h i lo s o p h ic a l th in k in g  
w h e re in  a p e rso n  who i s  not a lie n a te d  i s  dehum anised.
Je a n -Ja cq u e s  Rousseau (1947) in ' th e  S o c ia l C o n tra c t  c lo s e ly  
r e la t e s  a l ie n e r  and re n o u n c e r, and uses them in te rc h a n g e a b ly  when 
sp e a k in g  o f  ’ a l ie n a t in g  ones l i b e r t y 9. When d is c u s s in g  ’ t ra n s fe r*  
he u ses th e  t e r n  ’ a lie n a te '. ’  Rousseau c o n s id e rs  i t  d o u b tfu l th a t  
one has th e  r ig h t  ta s u rre n d e r  o r  ’ a lie n a te *  h is  freedom . He i s  
how ever i n  fa v o u r  o f  t h i s  s u rre n d e r i f  th e  a u t h o r it y  f o r  such i s  
t r a n s f e r r e d  to  a comm unity, where one s u rre n d e rs  th e  p a r t i c u la r  
s e l f ,  and w hich  as Schacht s t a te s ,  ’ o c c u rs  f r e q u e n t ly  i n  H e g e l’ s 
d is c u s s io n  o f  a l ie n a t io n  i n  th e  Phenom enology. An in t e r e s t in g  
passage from  H e g e l’ s e ssa y  on th e  German C o n s t it u t io n ,  ( lR 0 2 ) 
t r a n s la te d  b y  Schacht s t a te s ;
«Th e  th o u g h ts  c o n ta in e d  i n  t h i s  work can have no purpose  o r
e f f e c t  . . . .  o o . . . .  o th e r  th a n  th a t  o f  th e  com prehending o f  what
e x is t s  th a t  makes u s vehement and causes u s s u f f e r in g ;  ra t h e r  i t  i s
what i s  not as i t  sh o u ld  b e B But i f  we see th a t  i t  i s  as i t  must be -
th a t  i s ,  th a t  i t  i s  not a r b i t a r y  o r  a c c id e n ta l -  th e n  we a ls o  see th a t  i t  
sh o u ld  be as i t  i s . "  Schachbsays, t h i s  passage i s  o f  s p e c ia l in t e r e s t  
because i t  re v e a ls  a number o f  assum ptions and in fe re n c e s  w hich  are 
b a s io  t o ,  b u t not e x p l i c i t  in ,  h is  d is c u s s io n  o f  th e  overcom ing o f  
one ty p e  o f  a l ie n a t io n  i n  th e  Phenom enology. Schacht c r i t i c i s e s  
H e g e l’ s statem ent b y  s a y in g  th a t  i t  i s  f a r  from  c o n v in c in g , and 
s ta te s  th a t  one may be u n a b le  t o  see how i t  would be p o s s ib le  f o r  
S5”stem to  be im proved at th e  p re se n t t im e , and y e t  f e e l  i r r e c o n c i la b l y  
at odds w ith  i t .  One may s t i l l  f in d  i t  to o  re p u g n a n t, to o  ’ a lie n *  to
em brace. The a u th o r d is a g re e s  w ith  S ch a ch t,a n d  f e e ls  th a t  Hegel 
does not c a t e g o r ic a l l y  s ta te  t h a t ,  i f  we see i t  as i t  must be , 
th e n  any s u f f e r in g  i s  ended, o n ly  th a t  i t  would have a re d u c t iv e  
e f f e c t ,  th a t  i s  a l le v ia t e  th e  s u f f e r in g .  What Hegel appears to  
be s t a t in g  i s  th a t  i f  one f u l l y  u n d e rs ta n d s  th e  re a s o n  f o r  a 
s i t u a t io n ,  th e n  one has c e r t a in t y ,  and ’ a l ie n a t io n 9 i s  a l le v ia t e d .
H egel u ses  ’ a l ie n a t io n 9 i n  two ways? as a s e p a ra t io n  o r  d is c o rd a n t  
r e la t io n ,  and s e l f  a l ie n a t io n ,  betw een ones a c tu a l c o n d it io n  and 
e s s e n t ia l  n a tu re . M arx c r i t i c i s e s  H egel on th e se  two a s p e c ts , 
on th e  b a s is  th a t  th e y  a re  a b s t r a c t ,  l o g i c a l  and s p e c u la t iv e  
e x p re s s io n s . That th e y  do not r e f le c t  th e  t ru e  man and are  m e re ly  
form s o f  co n sc io u sn e ss  and s e lfc o n s c io u s n e s s . Schacht c r i t i c i s e s  
M arx i n  th a t  d i f f e r e n t  form s o f  co n sc io u sn e ss  and s e l f  c o n sc io u sn e ss  
need not n e c e s s a r i ly  be a b s t ra c t .  '
M arx th ro u g h  h is  id e n t i f i c a t io n  o f  s e l f - r e a l i s a t i o n  p la ce d  
th e  g re a te s t  emphasis upon p ro d u c t io n , t h i s  f o r  Marx i s  man’ s s p e c ie s  
l i f e .  Schacht; s t a te s ;  b u t f o r  M arx, as f o r  H e g e l, p ro d u c t iv e  a c t i v i t y  
co rre sp o n d s  to  th e  d im e n sio n  o f  i n d i v id u a l i t y  o r  p e r s o n a l i t y ,  and i s  
th a t  th ro u g h  w hich th e  in d iv id u a l  p e r s o n a l i t y  e xp re s se s  and th e re b y  
r e a l is e s  i t s e l f .
M arx’ s use o f  th e  term  ’ a l ie n a t io n ’ i s  to  suggest a s e p a ra t io n  
o f  some s o r t ,  f o r  example th e  re lin g u is h m e n t o f  one ’ s c o n t r o l  o v e r  
one’ s p ro d u ct and la b o u r .  M arx con ten ds t h a t ,  when a p ro d u ce r does 
not own th e  p ro d u ct he p ro d u ce s , b u t th a t  i t  b e lo n g s  to  a n o th e r, th e n  
th e  p ro d u ct i s  a l ie n  t o  him , th e n  he i n  t u r n  i s  a lie n a te d . Schacht 
adm its th a t  t h i s  c h a r a c t e r is a t io n  i s  u s e f u l ,  b u t he does not w h o lly
agree and c i t e s  a member o f  an o rc h e s t ra , who a lth o u g h  d ir e c te d  
b y  a n o th e r o b ta in s  a degree  o f  s e l f - f u l f i l lm e n t *
M arx id e n t i f i e s  th e  so u rce  o f  a l ie n a t io n  as th e  n a tu re  o f  
c i v i l  s o c ie t y ,  and th e  i n s t i t u t i o n  o f  p r iv a t e  property®  I n  t h i s  
s o c ie t y  w orkers may be m o tiva te d  b y  th e  same d e s ire  f o r  enrichm ent 
as th e  c a p ita lis ts ®  He f u r t h e r  con ten ds t h a t ,  'Th e  p o s i t iv e  s u p e rs e s s io n  
o f  p r iv a t e  p ro p e r ty  0®®®®®®®®® i s  th e  p o s i t iv e  s u p e rs e s s io n  o f  a l l  
a lie n a tio n ® ' Sohacht p o s tu la te s  th a t  because Marx employed th e  term  
a l ie n a t io n  i n  c o n n e c tio n  w ith  a w ide v a r ie t y  o f  th in g s  i t  cannot 
con vey a n y th in g  s p e c i f i c .
E r ic h  Fromm 1941? 19^1, 19&2 u se s  th e  term  a l ie n a t io n  to  denote  v i r t u a l l y  
a n y th in g  w hich i s  not as i t  sh o u ld  b e , and re n d e rs  th e  term  m e a n in g le ss .
A number o f  s o c io lo g is t s  in t e r p r e t  a l ie n a t io n  as some form  o f  s e p a ra t io n  
o f  th e  in d iv id u a l  from  some aspect o f  society®  B o th  |iYomm and Marx 
h o ld  th a t  men can  be unaware o f  t h e i r  a l ie n a t io n ,  s o c io lo g is t s  do not 
h o ld  t h i s  v ie w  and contend th a t  i t  i s  c o n ce ive d  i n  term s o f  a t t i t u d e s  
and f e e l in g s  and t h e r e f o r e  i s  a p s y c h o lo g ic a l s ta te  o f  an in d iv id u a l®  .
T h e y  a ls o  c o n s id e r  th a t  a p p ro p r ia te  re s e a rc h  methods -  q u e s t io n n a ire s  -  
in te rv ie x tfs  -  m i l  o f t e n  re v e a l th e  a t t i t u d e s  th a t  r e f le c t  some form  
o f  a lie n a tio n ®  Schacht c r i t i c i s e s  th o se  s o c io lo g is t s  xtfho l i s t  a 
number o f  u ses  f o r  th e  te rm , th e n  r e f e r r i n g  to  th e  c o rre s p o n d in g  
phenomena as d i f f e r e n t  ' t y p e s 9 o f  a l ie n a t io n ,  and s u b se q u e n tly  
sp e a k in g  o f  them as so many 'd im e n s io n s 9, a sp e cts  o r  ’ e le m e n ts ' 
o f  a lie n a tio n ®  He d is a g re e s  w ith  th e  m u lt i-d im e n s io n a l concept
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and c i t e s  th e  th re e  t r a d i t io n a l  u se s  o f  a l ie n a t io n  -  t r a n s f e r  o f  
p ro p e r ty  -  m ental derangem ent -  and s e p a ra t io n  from  o th e r s ,  t t  
would he absurd  t o  con clu d e  th a t  i t  w a rra n ts  re g a rd in g  th e  th re e  
th in g s  as th re e  ’ a s p e c ts ’ o f  a s in g le  ’ m u lt id im e n s io n a l’ phenomenons 
’ a l ie n a t io n ’ . Y e t he th e n  s ta te s  th a t  th e  attem pts o f  s o c io lo g is t s  
to  d e a l i n  t h i s  way w ith  th e  v a r io u s  in s ta n c e s  o f  ’ a l ie n a t io n ’ w ith  
w hich  th e y  are  concerned may not be so p a te n t ly  a b su rd .
The a u th o r f e e ls  th a t  Schacht has m issed an im p o rta n t p o in t ,  i n  
th a t  i t  would appear to  be re a so n a b le  to  suggest th a t  any o f  th e  th re e  
t r a d i t i o n a l  u se s  o f  ’ a l ie n a t io n ’  must th em se lves b e .m u lt i -d im e n s io n a l.  I n  
o th e r  words th e re  s u r e ly  must be de gre e s o f  ’ a l ie n a t io n ’ . How much 
o f  o n e s e lf  has one had to  s u rre n d e r?  Would th e  w orker i n  an 
in d u s t r ia l  environm ent be more a lie n a te d  th a n  S ch a ch t’ s example o f  
a m u sic ia n ?  As th e re  w i l l  be d i f f e r i n g  re a so n s f o r  ’ a l ie n a t io n ’ 
w i t h in  one f a c t o r  so th e re  w i l l  be d i f f e r i n g  d im ensions o f  th e s e .
I f  ’ a l ie n a t io n ’ w ith  and at work i s  c o n s id e re d  u n d e s ira b le ,  th e n  
s u r e ly  th e  o b je c t  would be to  reduce  i t ?  I n  t h i s  v e r y  c o n te x t  we 
a re  in d ic a t in g  v a r io u s  le v e ls  o f  su ch , th a t  i s  d im e n s io n s .
Seeman (1959) e s ta b lis h e d  a r e d e f in i t io n  o f  th e  v a r io u s  usages 
o f  th e  term s o f  ’ a l ie n a t io n ’ i n  o rd e r  to  make them e m p ir ic a l ly  
t e s t a b le ;
’ Po w e rle s s n e s s ’ , was th a t  o f  a l ie n a t io n  as a f e e l in g  on th e  
p a rt  o f  th e  in d iv id u a l  th a t  he cannot in f lu e n c e  th e  s o c ia l  
s i t u a t io n  i n  w hich he in t e r a c t s .
’ m e a n in g lessn e ss! i s  a f e e l in g  on th e  p a rt  o f  th e  in d iv id u a l  
th a t  he has no g u id e s  f o r  conduct on  b e l i e f .
’ n o rm le ssn e ss! i s  th e  in d iv id u a ls  f e e l in g  th a t  i l le g i t im a t e  means 
a re  re q u ire d  to  a ch ie ve  g o a ls .
’ i s o l a t io n ’  i s  a f e e l in g  o f  estrangem ent from  th e  c u l t u r a l  g o a ls  
o f  s o c ie t y .
’ s e lf -e s tra n g e m e n t ’ an i n a b i l i t y  to  f in d  s e l f  —re w a rd in g  a c t i v i t i e s .
Each o f  th e se  term s Seeman sees as independent o f  each o th e r . V a r io u s  
a t t i t u d e  s c a le s  have been used to  measure them i n  th e  s o c ia l  c o n te x t  
o f  a l ie n a t io n .
T h is  approach o f  b e in g  more o b je c t iv e  and e m p ir ic a l and f3?0e from  
c e r t a in  im p l ic i t  v a lu e  assum ptions has been a tta c k e d , p a r t i c u la r l y  b y  
Jo  H o rto n . ’ The D ehum anisation  o f  Anomie and A l ie n a t io n . ’ B o J»S ? 19.64.
H o rto n  a sk s : I  r a is e  th e  q u e stio n s  are  contem porary
d e f in i t io n s  o f  a l ie n a t io n  and anomie a c t u a l ly  v a lu e  f r e e ,  o r  a re  
we w itn e s s in g  a t ra n s fo rm a t io n  from  r a d ic a l  to  c o n fo rm is t d e f in i t io n s  
and v a lu e s  u n d er th e  g u is e  o f  v a lu e  f re e  s o c io lo g y ?  He t a lk s  about th e  
t r a n s m o g r i f ic a t io n  in t o  th in g s  in s te a d  o f  e v a lu a t io n s  about t h in g s .  
H o rto n  s ta te s  t h a t ,  ’ A m erican s o c io lo g is t s  have made a c o n ce rte d  e f f o r t  
to  c le a n se  a l ie n a t io n  and anomie o f  th e  messy" c o n d it io n s  o f  t h e i r  
b i r t h  i n  th e  p o le m ica l w r i t in g s  o f  M arx and Durkheim . ’
Th ere  are he s ta te s  th re e  s ta n d a rd  fo rm ula s f o r  th e  r ig h t  o f  p u r i f i c a t i o n  
a l l  th re e  b e g g in g  th e  q u e s t io n s  o f  va lu e s?
The q u e s t io n  o f  v a lu e  and th e  p e rs p e c t iv e  o f  th e  S o c io lo g is t  i s  begged 
b y  s h i f t in g  th e  source  and r e s p o n s ib i l i t y  f o r  e v a lu a t io n  away from 
th e  o b s e rv e r  t o :~
(1 )  th e  pe rso n s b e in g  o b se rve d  (th e  p s y c h o lo g ic a l a p p ro a ch ),
(2 )  th e  v a lu e s  o f  th e  dom inant group s w hich  s e t th e  b o u n d a rie s  
o f  th e  s o c ia l  system  b e in g  observed® (th e  m id d le -ra n g e  
a p p ro a ch ).
and/ (3 )  th e  s u p r a - in d iv id u a l  s ta n d a rd s  o f  th e  community o f  
o r
s o c io lo g is t s  ( th e  p r o fe s s io n a l id e o lo g y  a p p ro a ch ).
H o rto n  th e n  id e n t i f ie s  th e  f i r s t  approach as s h i f t in g  th e  source  
o f  m eaning to  th e  p e rso n s o b se rve d , from  a s o c io lo g ic a l  to  a s o c ia l  
p s y c h o lo g ic a l approach® I s  t h i s  th e n ,w ro n g ?  I n  th e  i n i t i a l  d e f in i t i o n  
o f  a l ie n a t io n  i t  was d e f in e d  as a 's o o io  p s y c h o lo g ic a l con d itio n '.®
Has H o rto n  d is c o v e re d  an o b s e rva b le  d ich o to m y  betw een in d u s t r ia l  
s o c io lo g y  and s o c ia l  p s y c h o lo g y ?  Th ere  are d i s t in c t io n s ,  b u t th e se  
are  o f te n  subsumed i n  approaches to  common problem s in o re s e a rc h .
H is  statem ent c o n c e rn in g  th e  s o c io lo g is t  t r a n s f e r r in g  c o r r e la t io n s  
in t o  d e f in i t io n s  o f  a l ie n a t io n  w ith  re s p e c t to  f e e l in g s  th a t  peop le  
have about them se lves i s  i n  th e  form  o f  a c r i t i c i s m ,  why? S u re ly  t h i s  
e m p ir ic a l approach i s  sound, i f  v a lu e s  are  f i n a l l y  to  be found f o r  
f a c t o r s  th a t  c o n t r ib u te  t o  'a l ie n a t io n 9 th e n  th e  s u rv e y  method i s  th e  
c o r r e c t  one? I n  answer to  h is  'n a r r o w ly  e m p ir ic a l s o c io lo g is t  v ie w ' ,  
and s h i f t in g  r e s p o n s ib i l i t y  t o  th e  respondents® T h is  cannot be t r u e ,
I t  im p lie s  th a t  th e  s o c io lo g is t  who i s  e m p ir ic a l must th e r e f o r e  
be n a rro w  -  t h i s  s u r e ly  i s  q u e s t io n a b le  and as to  s h i f t in g  r e s p o n s ib i l i t y ,  
i t  i s  th e  re s e a rc h e r  who d e v is e s  th e  q u e s t io n s  i n  a s u rv e y ,* (a n d  th e y  
are  not a lw ays couohed i n  term s o f  a g re e -d is a g re e  as H o rto n  s u g g e s ts ) .  . 
I t  i s  th e  re s e a rc h e r  th a t  makes h is  own in t e r p r e t a t io n  o f  th e  r e s u l t s  
and not th e  re sp o n d e n ts . E m p ir ic a l s o c io lo g is t s  and p s y c h o lo g is ts  a re  
m o s tly  v e r y  r e lu c ta n t  to  make f a ls e  and u n s u b s ta n t ia te d  c la im s , th e re b y  
a b d ic a t in g  t h e i r  academic r e s p o n s ib i l i t y  and r ig o u r .  I n  s p it e  o f  
H o rto n ’ s c r i t i c i s m  o f  Seeman, th e  a u th o r f e e ls  th a t  Seeman sh o u ld  
be p ra is e d  r a th e r  th a n  condemned, he d id  attem pt th e  d i f f i c u l t  
ta s k  o f  r a t io n a l is in g ,  where no r a t i o n a l i t y  appeared to  e x i s t .
How can  any s c ie n t is t  t r u t h f u l l y  a p p ly  v a lu e s  w ith o u t u n d e rs ta n d in g  
th e  c o n s t itu e n t  p a r ts  o f  a c o n s t r a in t?  and in d ee d  th e  v a r y in g  le v e ls  
o f  c o n t r ib u t io n .
A l ie n a t io n  and Job  S a t is f a c t io n
The degree o f  r e c o g n it io n  b y  ones s u p e r io rs ,  r e la t io n s h ip  to  o th e r  
w o rk e rs , and th e  jo b  i n  r e la t i o n  to  one’ s c a re e r  e x p e c ta t io n  are  
v a r ia n t s  id e n t i f i e d  b y  A ik e n  and Hage- (1966) and c o n t r ib u t in g  to  
d is s a t i s f a c t io n  and ’ a l ie n a t io n  from  w ork ’ . I t  i s  th e r e f o r e  th e  
h yg ie n e  fa c to r s  th e y  a re  m o s tly  concerned w ith  -  d i s s a t i s f i e r s .  They 
th e re f o r e  d i f f e r  from  Marx i n  h is  concept o f  ’ a l ie n a t io n  from  th e  p ro ce ss  
o f  p r o d u c t io n . ’  Seeman how ever c o n c e n tra te s  upon th e  jo b  i t s e l f  and 
i n t r i n s i c  s a t i s f a c t io n .  One who i s  not i n t r i n s i c a l l y  s a t i s f ie d  i s  
a lie n a te d . M i l l e r  (1 9 6 7) o b se rve s  th a t  a irian who does not f in d  h is
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work i n t r i n s i c a l l y  s a t i s f y in g  need not be d i s s a t i s f ie d  w ith  h is  jo b .
T h is  agrees w ith  th e  a u th o r ’ s in t e r p r e t a t io n  o f  most s e m i-s k i l le d  .jobs, 
and t h i s  statem ent o f  M i l l e r s  i s  q u ite  rem arkable  i n  v ie w  o f  h is  re s e a rc h  
a re a ; th a t  i s  ’ I n d u s t r ia l  S c ie n t is t s  and E n g in e e rs ’ . O th e r re s e a rc h  
o f  p ro fe s s io n a ls  has shown i n t r i n s i c  a sp e cts  as c o n t r ib u t in g  more to  
s a t i s f a c t io n .  H e rzb u rg  e t a l .  B la u n e r ( 1964) has a more g e n e ra lis e d  
concept o f  a l ie n a t io n  in  w hich  he s t a te s :
A l ie n a t io n  i s  a g e n e ra l syndrome made up o f  a number o f  d i f f e r e n t  
o b je c t iv e  c o n d it io n s  and s u b je c t iv e  f e e l in g -s t a t e s  w hich emerge from 
c e r t a in  r e la t io n s h ip s  betw een w orkers  and th e  s o c io te c h n ic a l s e t t in g s  
o f  employment. A l ie n a t io n  e x is t s  when w orkers are u n a b le  to  c o n t r o l  
t h e i r  im mediate work p ro ce sse s  to  d e ve lo p  a sense o f  purpose  and 
f u n c t io n  w hich c o r r e c t s  t h e i r  jo b s  to  th e  o v e r a l l  o rg a n is a t io n  o f  
p ro d u c t io n , to  b e lo n g  to  in t e g ra te d  in d u s t r ia l  com m unities, and when 
th e y  f a i l  to  become in v o lv e d  i n  th e  a c t i v i t y  o f  work as a mode o f  
p e rso n a l s e l f -e x p r e s s io n .  B la u n e r9s concept o f  ’ a l ie n a t io n 9 i s  th u s  
more b a s ic  and p r a c t ic a l  th a n  o th e r  e xp o n e n ts . G ranted  h is  re fe re n c e  
t o .  absence o f  s e l f -e x p r e s s io n  r e la t e s  to  M a rxs ’ ’ a lie n a te d  la b o u r ’ , 
and h is  v ie w  o f  m ean in g lessn ess w ith  Seeman and M i l l e r .  N e v e rth e le s s  
h is  id e n t i f i c a t io n  o f  th e  n e c e s s it y  f o r  w orkers to  be a b le  to  c o n t r o l  
t h e i r  immediate work p ro ce ss  i s  im p o rta n t to  t h i s  re s e a rc h .
H is  d is s e r t a t io n  on ’ P o w e rle ssn e ss ’ , m ea n in g lessn e ss , i s o l a t io n  
and s e lf -e s tra n g e m e n t how ever need to  be exam ined:
’ A p e rso n  i s  p o w e rle s s , he s ta te s ,w h e n  he i s  an o b je c t  c o n t r o l le d  
and m anipu lated  b y  o th e r  p e rso n s o r  b y  an im perso na l system  (su ch  as
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te c h n o lo g y )  and when he cannot a s s e rt  h im s e lf  as a s u b je c t  to  change 
o r  m o d ify  t h i s  d o m in a tio n . The n o n -a lie n a te d  p o le  o f  th e  p o w e rle ssn e ss  
d im e n sio n  i s  th e  s ta te  o f  freedom  and c o n tro l® 9
What appears to  be f o r g o t te n  i s  th a t  i n  o rd e r  f o r  a w orker to  
c o n t r o l  h is  own work o th e r  c o n t r o ls  such as management and work s tu d y  
must be seen to  be e ffe c t iv e ®  I f  th e se  c o n t r o ls  a re  seen to  be 
in e f f e c t i v e  i t  i s  th e n  th e  w o rker w i l l  f e e l  a s ta te  o f  'p o w e r le s s n e s s 9 
o r  an i n a b i l i t y  to  c o n t r o l  h is  own. work, e s p e c ia l ly  i f  p a rt  o f  
h is  e a rn in g s  are  based upon bonus f o r  output®
9M e an in g lessn ess a l ie n a t io n  r e f le c t s  a s p l i t  betw een th e  p a rt  
and th e  whole® A p e rso n  e x p e rie n c e s  a l ie n a t io n  o f  t h i s  ty p e  when 
h is  in d iv id u a l  a c ts  seem t o  have no r e la t io n  to  a b ro a d e r l i f e -  
programme® M e a n in g lessn ess a ls o  o c c u rs  when in d iv id u a l  r o le s  are  not 
seen as f i t t i n g  in t o  th e  t o t a l  system  o f  g o a ls  o f  th e  o r g a n is a t io n  b u t 
have become se ve re d  from  any o rg a n ic  c o n n e c tio n  w ith  th e  whole® The 
n o n -a lie n a te d  s ta te  i s  u n d e rs ta n d in g  o f  a l i f e —p la n  o r  o f  an o r g a n is a t io n ^  
t o t a l  fu n c t io n in g  and a c t i v i t y  w hich i s  p u rp o s e fu l r a t h e r  th a n  m eaningless® 9
What appears to  be in d ic a te d  i n  th e  above i s  a com plete la c k  o f  
c e r t a in t y .  I f  th e  w orker i d e n t i f i e s  th a t  th e  g o a ls  o f  th e  o rg a n is a t io n  
are  maximum p r o d u c t i v i t y  f o r  a re a so n a b le  wage, and th e  management and 
w o rk stu d y  c o n t r o ls  a re  so in e f f e c t i v e  th a t  achievem ent f a l l s  h o p e le s s ly  
s h o rt  o f  th e se  g o a ls , th e n  n o th in g  i s  m ea n in gfu l and u n c e r t a in t y ,  
d i s s a t i s f a c t io n ,  and a l ie n a t io n  w i l l  p re va il®
I s o la t io n  s u g g e s ts , B la u n e r s t a te s ,  th e  id e a  o f  g e n e ra l s o c ie t a l  
a l ie n a t io n  -  rem oteness. T h is  ty p e  o f  a l ie n a t io n  th e  a u th o r su g g e sts  
w ould a ls o  stem from  th e  two p re v io u s  term s and from  g e n e ra l d i s s a t i s f a c t io n .  
I s o l a t io n  from  s t a f f  and management.
S e l f  Estrangem ent has a d e n ig r a t in g  e f f e c t  -  a lo s s  o f  p e rso n a l 
d ig n i t y  and id e n t i t y ,  when i t  i s  s ta te d  a n  a c t i v i t y ,  becomes, a 
means to  an end. T h is  l a t t e r  term  th e  a u th o r c o n s id e rs  would he more 
d i f f i c u l t  t o  a s c e r ta in  o r  measure th a n  th e  o th e r  te rm s . I t  appears to  
r e la t e  p a r t i a l l y  w ith D u d d ie im s(1951) tra n s c e n d e n ta l concept o f  anomie.
B lum berg 1971 s ta te s  ’ T h e re  are  o b je c t iv e  a l ie n a t in g  q u a l i t ie s  
about much la b o u r  and th a t  th e se  are  seen and f e l t  as suoh b y  th e  
w o rk e r , a lth o u g h  perhaps he does not a r t ic u la t e  them e x p l i c i t l y . 9 
I n  h is  c h a p te r , ’ A l ie n a t io n  and P a r t i c ip a t io n ’ ', a re v ie w  o f  th e  
l i t e r a t u r e "  , he i s  i n  fa c t  c i t i n g  much o f  th e  re s e a rc h  d e s ign e d  to  
re v e a l s a t i s f a c t io n  o r  d i s s a t i s f a c t io n  w i t h in  v a r io u s  e n v iro n m e n ts .
The a u th o r f e e ls  th a t  some r e s u l t s  i n  w hich th e  re sp o n d e n ts  in d ic a te d  
a h ig h e r  s a t i s f a c t io n  th ro u g h  some form  o f  p a r t i c ip a t io n  m e re ly  r e f le c t e d  
a s u b s t i t u t io n  f o r  in e f f e c t i v e  c o n t r o ls .  T h is  assum ption  would o f  
c ou rse  be d i f f i c u l t  to  p ro v e , u n le s s  c o n t r o ls ,  p a r t i c ip a t io n ,  d e c is io n  
m aking i^ere measured to  r e v e a l th e  h ig h e s t  c o n t r ib u t o r  to  s a t i s f a c t io n .
I f  how ever c o n t r o ls  a re  shown to  be an im p o rta n t c o n t r ib u t o r  to  
s a t i s f a c t io n ,  th e n  s u r e ly  a case i s  made f o r  f a r t h e r  re s e a rc h  in t o  th e  
p a r t ic ip a t io n / s a t is f a c t io n / a l ie n a t io n  syn d ro n e .
I n  c o n c lu s io n  i t  would seem th a t  a l ie n a t io n  -  d i s s a t i s f a c t io n  and 
u n c e r t a in t y  are  r e la t e d ,  and i f  t h i s  re s e a rc h  in d ic a t e s  th a t  s a t i s f a c t io n  
i s  d i r e c t l y  p r o p o r t io n a l to  th e  degree  o f  management and work s tu d y  c o n t r o l , ?
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Although Taylor placed considerable emphasis upon monetary reward 
as an important motivator, the main impact of his work was directed 
at improving employer-employee relations. His differential 
piecework system, introduced in 1890 was based upon the time studies 
of the best and ^ fastest workers and he rewarded those that 
achieved this range of work most handsomely. It could be argued that 
only a few people could achieve the range of the best and fastest 
workers performance, but in the absence of more factual knowledge of 
what this implied it must be remembered that Taylor had no other 
yardstick for the establishment of a realistic time standard.
(Bedaux introduced rating 1910).
Taylor recognised the need for improved management efficiency 
in order to motivate the workforce and his system of "Functional 
Foremanship", was the forerunner of the service departments of today. 
His concept of true management as a science and the necessity to 
establish sound principles for effective management was greeted and 
acclaimed by many authorities of management practice. In essence 
some of his principles stated
1. The need to replace rule of thumb methods with the scientific 
determination of each element of a man's job;
2. scientific selection and training of workmen;
3. co-operation between workmen and management to accomplish the work;
4. a more equal division of responsibility between workers and 
management.
Clearly much of Taylor1s work was revolutionary in his 
emphasis of management's responsibility towards the work force and 
although as stated previously, much was acclaimed, there were many who 
looked upon his work with mistrust and suspicion, in the opinion of 
many, unfounded. Drucker stated in Dale's "Readings in Management"; 
Taylor was one of the first to conceive of the satisfaction of the
worker as a central goal of industrial endeavour. Warr and Wall 
1975 state that; his writing reveals, if only in embyonic form, 
a concern for issues including those that today have become known 
as performance appraisal, job analysis, job evaluation, job design, 
ergonomics, selection and training. His research is also important 
for its deliberate use of the methodological techniques of control 
and criterion groups.
Rarely, however, is he credited with these contributions. It
t
is his strong emphasis on man's desire for money, and his contention 
that management should manipulate pay in order to obtain greater 
effort from employees, that have survived over the years.
The Hawthorne studies promoted a consideration of human 
relation factors. The basic problem being studied was: what are the 
factors in the physical and social environment of the person working 
in an organisation which affect his working performance and his 
personal satisfaction with his work. In the experiments with lighting 
intensities, no positive relation was found between these two 
variables (Lupton 1966, 1971).
Further subsequent experiments in relation to relay assembly 
and variations in working hours and tea breaks failed to prevent an 
upward trend in productivity.The investigations found difficulty in 
interpreting these results, and the full explanation came to focus 
upon social factors within the group. Further research was conducted 
by Roethlisberger and Dickson (1939) in the Bank Wiring Observation 
Room at Western Electric, America. Fourteen men were closely studied 
over a period of six months in 1931 and 1932. Their behaviour and 
work output was continuously recorded, no changes in conditions took 
place. The groups established their own norms of output. Individuals 
encouraged each other to maintain an agreed production level. If this 
target was exceeded the workers underbooked and used the balance to 
regulate their overall production figures in times when they under
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In summary of the Hawthorne experiments it would seem that 
social factors and relationships appear to be more important to 
the people in their jobs. These studies changed the emphasis from 
physical aspects and incentive value of the working environment 
to a consideration of interpersonal relations and communications, 
group norms and values, participation, supervision, morale and 
satisfaction.(Warr and Wall 1975).
i
Stagner (1950)
Reports a study based upon a nationwide survey of 7,000 employees. 
36% placed security first 
15% satisfaction with actual job
and only
7% mentioned money as a prime consideration.
Nealey (1964)
He had 1,133 members of an elecrical trade union paired to 
compare six employee benefit options.
(1) Additional pension
(2) Six per cent raise
(3) Reduction of work week
(4) Full Hospital Insurance
(5) Closed shop
(6) Extra vacation
Hospital insurance was preferred followed by closed shop principle,
6 per cent pay rise came third.
It must be concluded that money is not a sole motivator or 
satisfier.
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M as lo w 's  M o t iv a t io n / J o b  S a t i s f a c t i o n  T h e o r ie s  (1943)
Maslow postulated that man has five classes of basic needs.
1. Physiological need, a desire for food, water, oxygen, sleep 
and sex.
2. A safety need, the desire for security and avoidance of 
physical danger.
3. Social needs, the desire for love, affection and friendship.
4. Esteem needs, self respect.*
5. Fulfillment - self actualisation.
Maslow's model can be illustrated thus:
Relate 
Mainly To 
Job Content
Relate 
Mainly To 
Job Context
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A hierarchy of needs structure. Maslow states that man is 
continually in a state of imbalance or disequilibrium. To correct 
this imbalance man is motivated to satisfy his current need, and 
when satisfied he obtains a state of equilibrium.
The most important are the basic needs, when these are satisfied 
man moves up the ascending scale to the higher order needs. It is 
homeostatic in that man is continually making the necessary adjustment 
to obtain equilibrium. An important concept of Maslow’s is that:
"More basic need groups are said to be prepotent in 
that they will take precedence over all those higher 
in the hierarchy."
Porter (1961) applied Maslow’s model to industry to see if it 
described different levels of management. His assumption was the 
higher the level of management the more important the higher order 
needs became.
In his first study he surveyed 64 foremen and 75 middle 
managers from three different companies. The questionaire contained 
15 items designed to provide information about five different
motivational need classes derived from Maslow. The respondents
were asked:
(a) How much of this need is there in your present job?
(b) How much should there be?
(c) Hoimportant is it to you?
A seven point rating scale was used. Range, minimum 1 ---  to
— —  maximum 7*
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Both groups identified security and self aotualisation as 
having a high relative importance. Middle management reported a 
large deficiency in self aotualisation only, whereas the foremen 
reported a large deficiency in esteem, autonomy and self aotualisation. 
Thus the basic level of satisfaction was found to be lower for foremen 
than for middle management. Maslow*s theory predicts that the most 
deficient needs Should also be the most important. This prediction 
is not borne out in this research. For example foremen reported.
Esteem
Relative Deficiency Relative Importance
Large Small
Autonomy
Large Moderate
Porter (1962)
In his next study Porter surveyed a nationwide sample of 6,000 
managers and executives. The results from 1916 usable returns indicated 
a strong relationship between the levels in management and the need 
deficiencies, with self aotualisation and autonomy being the least 
fulfilled.
In a further study Porter examined need fulfillment and need 
importance as a function of horizontal relationship between line and 
staff managers. He found a greater need fulfillment was required by line 
managers than by staff management. Summary of Porters application of 
Maslow*s theory.
(l) Results show that peoples evaluation of needs do not 
match Maslow*s entirely.
(2) Self actualisation and autonomy are respectively 1 and 2.
(3) Security tends to come before Esteem and Social needs.
(4) The homeostatic cycle did not seem to operate.
None of the results emerging give any indication of what motivates 
a man to perform well at his job. It must also be asked whether an 
emotional state alone can be a determinant of behaviour? In this 
research satisfaction has the status of an independent variable.
Blum states that the work of Porter in applying the Maslowian need
I
structure as a frame of reference for furthering our understanding 
of management in industry cannot be over emphasized. It marks one 
of the most meaningful developments in many years.
Vroom's Model of Motivation: A Decision Theory Approach
Vroom*s basic assumption is that an individual’s motivation to 
carry out an action will depend on his view of the consequences of that 
and alternative actions.
This is very much in line with a commonsense view of human 
behaviour; people only do what they do because they think it will have 
certain consequences for them. However Vroom has attempted tq formalise 
and quantify this idea and, as a result, his language is sometimes less 
than clear.
The basic propositions of his theory set out in Blum can he 
expressed as follows:-
(l) Every action is instrumental in producing consequences for
an individual.
If I change my job — (a) I earn more money
(h) I have further to travel
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(2) People evaluate the consequences of their actions in the 
following x-jay:-
Pirstly they judge whether it is pleasant or unpleasant.
Secondly they make some quantitative assessment of the 
degree of unpleasantness or pleasantness involved.
Thirdly they make some estimate of how probable each 
consequence is.
(a) I earn more money . Pleasant - +9/1O1 probability -
certain 1.0.
(b) I travel further. Unpleasant - -6/l0: probability -
not qgiite sure 0.7*
(3) The value of each consequence for the individual can then be 
estimated by multiplying its probability by its attractiveness.
(a) X earn more money. +9 times 1.0 p. = +9*0
(b) I travel further. —6 times 0.7 P* = -4*2
(4) And the value of the action for the individual, can be 
estimated by adding up the values of its consequences.
I change my job « (a) more money i.e. +9*0 plus
(b) longer travel i.e. -4*2
= +9 * 0 + —4 .2
= +4 .8
The total value of the action i.e. +4*8 is called the valency 
of the action.
(5) An individual’s motivation to perform an action is directly 
proportional to the valency of the action for him; low valency =
- low  m o tiv a tio n  and h igh  v a le n c y  = h igh  m o tiv a tio n .
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(6) Given a choice between actions - going to the pub +7 or 
washing the car - 2 - the individual will choose the one 
with the highest valency - going to the pub.
Before leaving the basic propositions of the theory, it is important 
to note that the entire decision making process represents the individuals 
subjective estimate of what is going to happen.
- I may think I will get a higher salary in my new job though 
in fact I do not. The truth of my beliefs is irrelevant; 
what makes me take the job is the belief that I will get
a higher salary if I do.
Another consequence of the subjective nature of these decisions 
is that the way people evaluate the consequences of their actions and 
the importance they attach to them will be determined by their 
personality makeup, attitudes and personal history. So the same 
decision will result from a very different process from one person 
to the next.
- One man may judge having to work hard as a challenging 
and favourable consequence to an action, while another 
may judge it to be very unpleasant.
- One man may judge the use of the firm’s car as a 
favourable consequence to his job, while another may 
judge it to be unfavourable because that particular 
make of car is in his experience highly unreliable.
In the industrial setting, Vroom’s theory would predict that a 
man’s motivation to do the job will be directly proportional to the 
valency of that job for him i.e. how attractive that job is to him in 
terms of its consequences.
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A second tempting inference to draw is that a man’s motivation 
to do the job will be reflected in his performance on the job; one 
would suppose that the motivational factors that lead a man to do a 
job will at least be related to the factors that determine whether he 
does it well or badly. If one could not say this, we should have to 
say that there are at least two types of motivation - motivation to doI
something and also motivation to do that something well, it may weir be 
that a distinction like this seems rather odd, but later discussion 
will lead us to a conclusion of this kind.
Before discussing research on Vroom’s theory, it is important 
to make note of one assumption that all investigators have made.
It was noted earlier that Vroom’s theory describes a highly 
subjective process of reasoning that varies for each individual. Any 
research on this process would entail interviewing each individual to 
find out his subjective assessment of the consequences of his actions 
for him.
In contemporary research this time consuming approach has been 
avoided by assuming that there are certain objective features of the 
work environment, which have roughly the same subjective values for all 
workers. Whether this assumption is legitimate is questionable.
In Blum is found a description of representative research on 
Vroom’s theory.
In this study, motivation to do the job was operationally
defined in terms of measures of absenteeism and labour turnover.
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Valency or attractiveness of the job was operationally 
defined in terms of a measure of job satisfaction.
According t0'Vroom’s theory, motivation to do a job is 
directly proportional to its valenoy; and Blum reports 
that a moderate correlation obtained between absenteeism/ 
turnover (motivation) and job satisfaction (valency).
But what about the second inference that motivation will 
be directly proportional to performance or productivity 
on the job? Blum reports here that no relationship was 
found, which is not surprising since it is known that no 
consistent relationship between job satisfaction and 
productivity has been found.
But the problem is how does Vroom’s theory explain the 
lack of such a relationship. According to Blum, Vroom’ s 
theory can account for this by specifying that motivation to 
do a job simply means ’motivation to work sufficiently hard 
to keep the job* but not motivation to do well on the job.
As stated earlier the discussion now leads to the conclusion 
that there are at least two types of motivational factor; the 
first is Vroom’s motivation ’to work sufficiently hard to keep 
the job’ and the second factor is that which motivates men 
to high performance and productivity on their job. And since 
it is the second factor that management is predominantly 
interested in, Vroom’s theory is apparently of little help.
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It is certainly useful to have a theory which suggests a way 
of analysing the motivational process, but if this theory can
only explain the occurrence of absenteeism and labour turnover\
we are left with a somewhat negative approach to the problems of 
human motivation and work.
It was noted earlier that for reasons of experimental convenience 
investigators have assumed that certain features of the work environment 
such as pay, have a consistently high subjective value for all subjects.
Thus in the above study, the valency of a job was defined in 
terms of a measure of * job satisfaction, and it is the case that mapy 
objective features of the work environment show a positive correlation with 
job satisfaction e.g. job interest, social acceptance, attitudes of 
supervision, status.
To this extent the assumption in question is legitimate.
However-it does 'not-rule-out" the possibility of investigating individual 
differences e.g. personality factors, and Vroom’s theory would suggest 
that individual differences have a very strong influence on valency.
Vroom himself reports evidence which bears out the last point.
• ‘ Supervisors were measured on the personality variable of 
authoritarianism - respect for authority - on an attitude 
questionnaire.
Their satisfaction with their jobs (valency) was also 
measured. And finally they were asked to estimate the degree 
of influence they could exert over thei-r superiors.
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Supervisors who scored high in authoritarianism, showed no 
relationship between job satisfaction and the amount of 
influence they could exert over their supervisors*
On the other hand, supervisors who scored low in authoritarianism, 
showed a positive correlation between the amount of influence 
they could exert over their superiors and their job 
satisfaction i.e. if they could exert a great deal of 
influence they were job satisfied and if their influence 
was small, they were extremely dissatisfied.
Personality variables can then influence the valency of an 
action or job.
In conclusion, three questions are left concerning Vroom's
theory:
(1) To what extent does he explain motivation to do well on a 
job i.e. performance and productivity.
(2) Valency as he defines it is a subjective concept - to what 
extent can it be made objective for research purposes?
(3) Is it plausible to believe that people consciously or 
unconsciously go through a process of addition and 
multiplication of variables when they decide to do 
something e.g. get married?
Although Vroom's theory is extremely difficult to test, the author 
does feel however, that people do make an evaluation and summarise 
the favourable and unfavourable aspects before making a decision, 
albeit subconsciously.
\
This theory emphasizes the contribution of job satisfaction 
to motivation, and can be stated in terms of three main principles.
(1) Motivation is determined by two types of factor:
(a) Hygiene factors which lower satisfaction when 
poor, but 'cannot increase it.
(b) Motivators which enhance job satisfaction.
(2) Each factor affects performance and output in different ways:
(a) Hygiene factors oan increase dissatisfaction and 
lower output.
(b) Motivators can increase satisfaction and so increase 
performance and output.
(3) Job enrichment will increase the motivators, satisfaction and 
output.
Thus the theory makes a specific statement about the motivational 
factors underlying performance and output.
Initial Research
In this study Herzberg interviewed 200 engineers and accountants. 
Subjects were asked to describe critical incidents at work that 
led to high or low job satisfaction.
Their replies had to satisfy certain restrictions.
(1) They had to be in the past.
(2) They had to be related to job satisfaction.
(3) It had to result in extremely high or low
job satisfaction.
(4) They had to be objective events in the work
situation.
H erzberg’ s Two F actor Model Of M o tiv a tio n  (1959) (1968)
feelings of satisfaction or dissatisfaction.
476 critical incidents were analysed for their causes,
and two types of factor emerged from the analysis:
(a) Hygiene factors which led to dissatisfaction and 
were temporary.
(b) Motivators which led to satisfaction and were 
longer lasting
Typical of hygiene factors were — company policy
supervision 
social relationships 
working conditions
Typical of motivators were — achievement
recognition 
the work itself 
responsibility 
advancement
Salary was an ambiguous factor which occurred in both categories.
It is important to note however that Herzberg’s theory can be 
interpreted in two ways yielding two types of prediction.
Low Job Satisfaction High Job Satisfaction 
Hygiene Factors A low A High
Motivators B low B High
Two interpretations or sets of predictions can be made for the 
conditions described in the above matrix.
They were a lso  asked to  e s t im a te  th e  d u r a tio n  o f  t h e ir
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(a) In conditions of low job satisfaction, hygiene 
factors will be more frequent than motivators (A 
low greater than B low)
(b) In conditions of high job satisfaction, motivators 
will be more prevalent than hygiene factors (B 
high greater than A high)
The second interpretation involves a horizontal comparison.
(a) Hygiene factors will be more prevalent in conditions 
of low job satisfaction than high job satisfaction.
(A low greater than A high)
(b) Motivators will be more prevalent in conditions of 
high job satisfaction than low job satisfaction. (B 
high greater than B low).
Both interpretations could be true, or either one could be 
true independently of the other.
Wall and Stephenson in a review (1970). oites-a view in favour of!' H&rzberg* s 
hypotheses from studies on managers, scientists, supervisors, engineers, 
assembly line workers, technicians and nurses. This constitutes an 
impressive cross sectional sampling of social class, occupational and 
salary groups.
However it is not clear which interpretation of Herzberg’s 
theoiy they claim to support. The results of the female assemblers 
indicated that only two motivating factors were significant - 
achievement and recognition. *
F u r t h e r  s t u d i e s  w e r e  m a d e  t o  t e s t  H e r z b e r g ' s  t h e o r y .
The f i r s t  in te r p r e ta t io n  in v o lv e s  a v e r t i c a l  com parison.
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162 professional and non-professional workers in an aerospace 
plant, were assessed for high or low job satisfaction.
One hygiene factor (company policy) and one motivator (achievement) 
were compared for their relative contribution to high or low job 
satisfaction. The results show that the motivator, achievement, was 
the more important determinant of both high and low job satisfaction.
Thus interpretation 1. which predicts that the hygiene factor 
should be more important for low job satisfaction was refuted.
Dunms+te(1967) et al.
Secretaries, storemanagers, research scientists, salesmen and 
clerks were all assessed in terms of satisfaction with their jobs.
Dunette found that three motivators and one hygiene factor were 
the higgest determinants of both satisfaction and dissatisfaction.
But he also found that the motivators were more important than 
the hygiene factor for low and high job satisfaction. This again 
refutes interpretation 1. which predicts that the hygiene factor should 
have been mere important in cases of low job satisfaction.
Hinrichs (1961) et al.
600 technicians were assessed for satisfaction with their jobs. 
Hinrichd found that hygiene factors were more important than motivators 
for cases of low and high job satisfaction.
Lindsay (1967) et al.
Again interpretation 1* is refuted but for the opposite reason; 
it predicts that motivators should he more important in conditions of 
high job satisfaction, and they were not.
Hinrichs did find that interpretation 2. was supported; that 
hygiene factors were more prevalent in conditions of low job satisfaction 
than high, and motivators were more prevalent in corrfitions of high job 
satisfaction than low.
In general the data refute interpretation 1. (the vertical 
comparison) and they support interpretation 2. (the horizontal comparison)
A general review of the literature shows that while there is 
considerable support for Herzberg*s theory, the studies which support 
him tend to have used Herzberg*s procedures, while those which do not 
support him have used other methods.
This suggests that Herzberg*s results were biased by the interview 
techniques that he used, and it is necessary to examine his techniques a 
little more closely.
(l) Vroom suggests that the technique of asking for critical
incidents may have biased the answers; - with events leading to 
low job satisfaction workers will naturally tend to blame outside 
factors i.e. hygiene factors and on the other hand with events 
leading to high job satisfaction workers will naturally attribute 
the causes to themselves i.e. motivators.
Wall and Stephenson set out to test Vroom* s criticism.'
Thqy assumed that in a selection interview people will naturally 
want to present themselves in the best light possible, and the 
type of critical incident collected in a selection interview 
should support Herzberg*s theory.
On the other hand people interviewed at work are not particularly 
concerned with the impression they make, and, if Vroom’s criticism 
is correct, critical incidents collected in a relaxed working 
environment should not support Herzberg.
These predictions were verified; data obtained from selection 
interviews did*support Herzberg*s two factor theory, while data 
obtained in relaxed working conditions did not.
Another problem with Herzberg*s technique is that of scoring 
critical incidents as being due to either hygiene or 
motivational factors, and the reliability, pf the scorer is 
always in question.
Again Herzberg used a very simple method of scoring; he 
simply counted the number of times a factor of either type 
occurred in the story. But when people scored each 
others account,they expressed .a desire to use a weighting 
system which allowed them to say that one factor was twice as 
important as another.
Again Wall has asked whether the perceived causes of low job 
satisfaction were in fact the real causes of their low morale - 
men whose motivation is low will be more ready to find fault 
with and blame their environment, than men whose motivation is
C o n s i d e r  t h e  i n c i d e n t  o f  w i l d  c a t  s t r i k e s  w h e r e  t h e  o s t e n s i b l e  
r e a s o n  f o r  s t o p p i n g  w o r k  i s  o f t e n  v e r y  d i f f e r e n t  f r o m  t h e  
g e n u i n e  g r i e v a n c e s  t h e  m e n  h a v e .
(5) One final problem is more a comment on Herzberg’s theory than 
his techniques, but it raises the question of how hygiene 
factors and motivators interact. It is quite possible for working 
conditions (hygiene factors) to be very bad, while the motivators 
present are very good as for example in nursing. How do these two 
types of factors interact in this situation, and what will be 
their final effect on performance and productivity? The theory 
provides no clear answer. Warr and Wall (1975) state that the 
consensus of opinion that has emerged is that the two factor theory 
does not stand up to the empirical test. However, even in its 
failure it has added another important dimension to the job attitude 
research.
Further research connected with the satisfaction and dissatisfaction
syndrome was conducted by Pollard, Doob et al.(1939)
F r u s t r a t i o n  -  A g g r e s s i o n  H y p o t h e s i s  
A c c o r d i n g  t o  B l u m : -
a  r e v i s e d  h y p o t h e s i s  c o n c e r n i n g  t h e  a b o v e  g e n e r a l l y  s u g g e s t s  t h a t  
a g g r e s s i o n  i s  t y p i c a l l y  p r o d u c e d  b y  f r u s t r a t i o n ,  b u t  t h a t  b e i n g  
f r u s t r a t e d  d o e s  n o t  n e c e s s a r i l y  r e s u l t  i n  a n  a g g r e s s i v e  r e s p o n s e .  
R e s p o n s e s  t o  f r u s t r a t i o n  a r e  n o w  c o n s i d e r e d  t o  b e  o f  f o u r  b a s i c
types. withdrawal responses. Attack responses.
Limitation responses. Substitution responses.
This would appear- to indicate that frustration causes dissatisfaction, 
although Scott (1966) suggests the activation theory wherein the 
human organism needs stimulation and variety in its environment and 
frustration might satisfy these needs. The author feels that this 
statement will only be true if the individual has some control over 
his working environment.
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If the individual accepts frustration as a challenge then 
there must be some identifiable way in which he can surmount 
these obstacles. Surely only this would cause satisfaction.
Much will depend upon the personality and requirements of the 
individual, and indeed the areas of frustration.
Hoppock
A community wide survey conduo-fced by Hoppock (1935) where 
eighty per cent of the 351 employed adults answered the questionnaire 
showed that only 15 per cent of the sample had job dissatisfaction. 
Robinson and Hoppock (1952) have since collected data on 191 assorted 
studies reporting percentages of job dissatisfaction. The median 
figure is 18 per cent dissatisfied. These results would seem to 
indicate that only a small proportion of workers are really 
dissatisfied with their jobs. One would of course need to know more 
about the sample.
In this chapter a considerable amount of research has been 
cited and reviewed. The objective has been to identify the various 
types of research, the factors selected, and the contribution of these 
factors to job satisfaction and/or job dissatisfaction. Herzberg’s two 
factor theory will be used to identify the factors as either hygiene, 
or motivators.
As reported in Blum (1968), Vroom (1964) factor analysed a 
number *of studies in job satisfaction and listed the different 
dimensions of factors as follows:-9
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Attitude Dimension Number Of Studies
(1) Attitudes towards the company and
company management 7 H
(2) Attitudes towards promotional
opportunities 3 M
(3) Attitudes towards job content 4 M
/
(4) Attitudes towards supervision 8 H
(5) Attitudes towards financial rewards 7 H
(6) Attitudes towards conditions 3 H
(7 ) Attitudes towards co-workers 3 H
Herzburg, Mausner, Peterson and Capwell 1957 report data compiled 
from 16 different studies and involving over 11,000 employees. The 
following shows how the workers ranked the factors according to their 
importance.
H - Hygiene
M - Motivators
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RELATIVE IMPORTANCE OF DIFFERENT ASPECTS OF JOB SATISFACTION
Range Of Rankings
Job Factor Or 
Specific Job Aspect
Least
Important
Most
Important
12 11 10 9 8 7 6 5 4 3  2 1
1 1 1 1 l 1 1 1 1 1 1 1
Security
Interest (From intrinsic aspects of 
jobs)
Opportunity for advancement
Appreciation (From supervision)
Compary and management
Intrinsic aspects of job
(Excluding ease)
Wages
Supervision
Social aspects of job
Working conditions (Excluding hours)
Communication
Hours (From working conditions)
Ease (From intrinsic aspects of job)— |- 
Benefits j----
H
M
M
H
H
M
H
H
H
H
H
H
M
H
Legend:
Interquartile range 
Median rank
H Hygiene
M - Motivators
\
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Blum (1968) states that while these data may be used as an 
approximate indication of the' overall importance of the various job 
factors, it is very important to keep in mind that this ranking is 
apt to be quite different from any particular class or group of 
workers. Herzberg et al points this out clearly. For example with 
people at higher occupational and/or educational levels intrinsic 
aspects of the job go up in importance, while security drops off 
considerably.
A further analysis of the relative importance of factors 
emanating from eight pieces of research into job satisfaction as 
reported in Tiffin and McCormick (1968) follows.
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The Factors
If we examine factors that appear important to workers, the following 
emerge:
Motivators Hygienes
Vrooms Analysis 2 5
Herzberg et al 4 10
Tiffin and McCormick 6 10
Security was identified by most of the respondents as the more 
important. Opportunity for advancement was ranked jointly with 
security. Intrinsic aspects of the job were also ranked high, 
generally third. Firther rankings contained more hygiene factors 
than motivators, and the hygiene factors were invariably ranked higher 
than the remaining motivators. In an analysis and evaluation of the 
two factor theory King (1972) generalises from five theories and concludes 
that although some research tends to support one or more of these theories, 
many of the results show experimenter coded biases and defensive biases.
He also indicates that further research needs to be conducted patterned 
after Hulin and Smith (1967)* Without discussing in depth King’s 
analysis of Hulin and Smith’s study, it is interesting to note that 
the hygiene factors correlated significantly more with overall satisfaction 
than with overall dissatisfaction. Although no direct overall comparison 
may be made with theories tending to support the two factor theory 
because only two motivators and three hygiene factors were used, it does 
nevertheless challenge the theory that motivators correlate only with 
satisfaction.
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CORRELATIONS BETWEEN SATISFACTION WITH EACH OF FIVE JOB FACTORS AND 
MEASURES OF OVERALL JOB SATISFACTION AND OVERALL JOB DISSATISFACTION
(Hulin & Smith, 196?)
Males Females
Job Factor
Sat­
isfaction
Dis- Sat- Dis­
satisfaction isfaction satisfaction
Motivators
Work Itself .... .68 •44 .45 .43
Promotion .... • 40 .38 .46 .14
Hygienes
Pay •••• .39 .24 .12 .18
Supervision .... .53* .25 .31 -.03
Co-workers .48* .13 .20 -.0 8
* The difference between the correlation with satisfaction and with 
dissatisfaction is significant at the .0 5 level.
The author feels that a considerable weakness exists in much of the
research to date on job satisfaction, in that the most acclaimed research
has mainly examined the areas of management, that is from line supervisor
upwards, and also many staff positions. What appears to be required is
more structured research into the higher density area of manufacturing
organisations. The semi-skilled operators lack aspects of intrinsic
satisfaction, opportunity for self development, advancement and other
motivators. It is well known that people occupied in managerial and
staff positions have invariably more variety in their jobs and indeed
more opportunity for self actualisation and intrinsic satisfaction. It
»
would therefore appear logical to concentrate upon the largest population 
area in manufacturing concerns.
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To indicate an approximate ratio of this population area in 
manufacturing organisations, a typical assembly shop set up follows:
Batch Production
150 Semi-skilled operatives
10 Setters or Leading operators
10 Chargehands
2 Assistant foremen
1 Bbreman
2 Labourers
10 Viewers
5 Inspectors
4 Stores Keepers
2 •Wages clerks
2 Planning Engineers
2 Work Study Practitioners
1 Personnel Assistant
2 Production Control
4 Sales
4 Development and Design
3 Maintenance Engineers
4 Toolmakers
Ratio 150/68
It would probably be accepted that most of the service areas indicated 
have far more variety and inherent stimulation in their work than the 
semi-skil'led operators.
It was felt necessary to test operator understanding of the financial 
incentive scheme under which they worked. Further that a review of some
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Operator Understanding
One of the basic requirements of a financial incentive scheme 
is that it should be simple and easily understood (Marriot’s 
summarised principles 1961).This requirement is based on the 
assumption that operatives who perceive higher personal 
productivity as a means to increased earnings perform more 
effectively than operatives who do not perceive this relationship. 
(GeorgoponloB. et al. 1957)* Other studies have reached a similar 
conclusion of Which two investigations conducted by the Industrial 
Psychology Research Group merit attention. Both studies concerned 
forms of Bedaux payment systems; that is a type of premium bonus 
system Where earnings vary proportionally less than output. The 
methods used were mainly personal interviews and analysis of factory 
records. Wyatt, Langdon and Marriot surveyed six factories in 
which 564 operatives were asked: -
(a) Do you understand how your wages are calculated?
and
(b) Do you know when you have reached the point at which 
you start earning boms?
The replies were tabulated under the headings of Yes, Roughly 
and. No, as follows:-
o f  th e  rese a r c h  conducted in to  t h i s  area m ight be u s e f u l .
Yes Roughly No
Question 5i Range % Range 1o Range
( a ) 4  6 1 - 8 8 1 4 3 - 3 1 4 0 0 - 9 6
( b ) 5 3 1 - 9 8 6
*
0 - 2 2 4 1 2 - 8 8
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Thus only half of the number of operatives interviewed claimed 
to understand their wages calculation. The understanding varied 
between factories - 80$ and above in two factories understood the 
calculation of wages, while in two others this fell to 5$* This 
was explained by the conditions of work, and to a lesser extent 
the amount of explanation given by management. In the factories 
which showed high.ioperative understanding, the operatives were 
mainly on one type of work, and in one case management aided 
understanding by the provision of simple charts explaining the 
calculation of wages. In factories where operatives revealed low 
understanding, frequent changes in the work occurred and the mechanism 
for calculation was so complicated, that management found it difficult 
to give an intelligible explanation.
The second study by Shimmin 1959j was in six factories ranging 
from 300 - 3,000 operatives. In examining understanding, levels 
of comprehension of the schemes were distinguished and termed 
’formal’ and ’functional’ understanding. The former was defined as 
understanding the principle of the wage incentive, methods of work 
measurement and the calculation of pay. The latter was defined as 
having a working knowledge gained from experience of cash bonus 
related to some output level* 388 operatives were assessed, and 
the results summarised under good understanding, limited understanding 
and no understanding.
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Range 
0 - 2 9  
21 - 67 
2 0 - 6 7
The conclusion to he drawn from these results is that over 
40$ of the operatives lack any useful understanding of the financial 
incentive schemes under which they woik. Marriot (1961) argues that it is 
reasonably certain that productivity will be adversely affected 
where lack of understanding undermines the incentive effort. Also 
the full benefits of the incentive may not be achieved where lack 
of understanding exists. Thus the fact that plans exist which have 
increased production and lowered unit costs, despite a low level 
of understanding by employees does not disprove the premise.
Rirther criticism of much of the .previous research is the 
apparent lack of structure in the questions asked. To ask someone 
to recall the good or bad moments of the job and expect an accurate 
and unbiased account specifically remembered and identified, in 
the author’s opinion is just not feasible. As King (1972) states 
they are bound to contain biases of many kinds. Those respondents 
that cannot remember and are reasonably satisfied with their jobs 
are surely not going to disappoint the researcher! With these 
facts in mind the author has designed a number of questions within 
five factors as previously mentioned:
Understanding A  
Good 14
Limited 42
No 44
Independent
Variables
Dependent
Variable
Hie questions are specific and designed to reveal job satisfaction 
amongst semi-skilled operators who have very little opportunity for job 
motivation as identified by previous researchers. Hie theory will be 
explained and developed in the next chapter.
This chapter has so far concerned itself with research associated 
with the satisfaction — dissatisfaction syndrome. Psychologists would 
argue that the domains have been mostly in their areas of discipline.
The author however would contest this statement. For much of this 
research has been associated with groups - their attitudes, interactions, 
responses and involvement. In consequence we have moved into the domain 
of the Industrial Sociologist. A clear dichotomy appears irrational 
and impossible, perhaps we should now identify this research with 
Social Scientists and appreciate the necessity of the involvement of 
both the psychologist and sociologist in research of this nature.
In view of this latter statement an examination of the concepts of 
dissatisfaction and the work of philosophers and sociologists with 
x'elation to dissatisfaction and alienation is thought to be useful.
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Alienation/Dissatisfaction
’Broadly speaking, alienation denotes a socio-psychological 
condition of the individual which involves his estrangement from 
certain aspects of his social existence’ Dictionary of Sociology.
( 1 9 7 5 )
It was felt necessary to commence with a current definition 
in view of the fact that ’alienation’ has been ascribed and related 
to so many different disciplines in so many different ways. For 
example it has occurred in, Social psychology, Sociology, Philosophy, 
Psychoanalysis and Existentialist Philosophy. It has also been 
used as an explanation of class differences, mental behaviour, 
industrial problems and conflict, anarchy and ethnic disadvantage. 
Although it was Marx who first conceptualised ’alienation’ into 
sociological theory, he appeared to be greatly influenced by Hegel, 
who as stated by Schacht (1970) was the first to elevate the term 
to a position of philosophical importance. Kaufman 1965 states that 
’To claim that a person is alienated is to claim that his relation 
to something else has certain features which result in avoidable 
discontent or loss of satisfaction*’ According to Schacht,
Kenneth Kenison (1965) contends that, ’Most usages of ’alienation’ 
share the assumption that some relationship or connection that once 
existed, that is ’natural, desirable or good’, has been lost.
Although Horowitz (1966) suggests ’the need for a philosophical 
analysis with particular reference to the use of the term by Social 
Scientists,’ this had to some extent been achieved by Seeman (l959)»
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and by Nettler (1957). Seeman has appeared to have been influenced 
by Marx in his analysis of 'alienation1 for example two of his 
isolated concepts are, 'powerlessness' and meaningless' which were 
used by Marx in his earliest writings. Schacht's comprehensive work 
on 'alienation' conducts the reader through a series of interesting 
and enlightening developments and progressions in true philosophical 
style. Commencing with traditional uses of the term, he then 
discourses upon the Latin and German derivations and equivalents. The 
Latin origin he states is 'alienatio', and derives its meaning from 
the verb alieriare (to make something another's, to take away, remove).
In addition, it can also mean, 'to cause a warm relationship with 
another to cool1.
Jean-Jacques Rousseau (1947) in the Social Contract closely relates 
aliener and renouncer, and uses them interchangeably when speaking 
of 'alienating ones liberty'. When discussing 'transfer' he uses the 
term 'alienate'. Rousseau considers it doubtful that one has the right 
to surrender or 'alienate' his freedom. He is however in favour of 
this surrender if the authority for such is transferred to a community, 
where one surrenders the particular self, and.which as Schacht states, 
'occurs frequently in Hegel's discussion of alienation in Phenomenology. 
An interesting passage from Hegel's essay on the German Constitution, 
(1802) translated by Schacht states:
"The thoughts contained in this work can have no purpose or
effect ........ other than that of the comprehending of what exists
that makes us vehement and causes us suffering; rather it is what is not 
as it should be. But if we see that it is as it must be - that is, that 
it is not arbitary or accidental - then we also see that it should be as 
it is. "Schacht says, this passage is of special interest because it 
reveals a number of assumptions and inferences'which are basic to, but 
not explicit in, his discussion of the overcoming of the one type of
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a l i e n a t i o n  i n  t h e  P h e n o m e n o lo g y .  S c h a c h t  c r i t i c i s e s  H e g e l ' s  s t a t e m e n t  
b y  s a y i n g  t h a t  i t  i s  f a r  f r o m  c o n v i n c i n g ,  a n d  s t a t e s  t h a t  o n e  m ay  b e  
u n a b l e  t o  s e e  h o w  i t  w o u ld  b e  p o s s i b l e  f o r  s y s te m  t o  b e  im p r o v e d  a t  
t h e  p r e s e n t  t i m e ,  a n d  y e t  f e e l  i r r e c o n c i l a b l y  a t  o d d s  w i t h  i t .  O n e  
m a y  s t i l l  f i n d  i t  t o o  r e p u g n a n t ,  t o o  ' a l i e n '  t o  e m b r a c e .  T h e  a u t h o r  
d i s a g r e e s  w i t h  S c h a c h t ,  a n d  f e e l s  t h a t  H e g e l  d o e s  n o t  c a t e g o r i c a l l y  
s t a t e  t h a t ,  i f  w e  s e e  i t  a s  i t  m u s t  b e ,  t h e n  a n y  s u f f e r i n g  i s  e n d e d ,  
o n l y  t h a t  i t  w o u ld  h a v e  a  r e d u c t i v e  e f f e c t ,  t h a t  i s  a l l e v i a t e  t h e  
s u f f e r i n g .  W h a t  H e g e l  a p p e a r s  t o  b e  s t a t i n g  i s  t h a t  i f  o n e  f u l l y  
u n d e r s t a n d s  t h e  r e a s o n  f o r  a  s i t u a t i o n ,  th e m  o n e  h a s  c e r t a i n t y ,  a n d  
' a l i e n a t i o n '  i s  a l l e v i a t e d .  H e g e l  u s e s  ' a l i e n a t i o n '  i n  tw o  w a y s :  a s  
a  s e p a r a t i o n  o r  d i s c o r d a n t  r e l a t i o n ,  a n d  s e l f  a l i e n a t i o n ,  b e t w e e n  
o n e s  a c t u a l  c o n d i t i o n  a n d  e s s e n t i a l  n a t u r e .  M a r x  c r i t i c i s e s  H e g e l  
o n  t h e s e  tw o  a s p e c t s ,  o n  t h e  b a s i s  t h a t  t h e y  a r e  a b s t r a c t ,  l o g i c a l  
a n d  s p e c u l a t i v e  e x p r e s s i o n s .  T h a t  t h e y  d o  n o t  r e f l e c t  t h e  t r u e  m an  
a n d  a r e  m e r e l y  f o r m s  o f  c o n s c io u s n e s s  a n d  s e l f c o n s c i o u s n e s s .  S c h a c h t  
c r i t i c i s e s  M a r x  i n  t h a t  d i f f e r e n t  f o r m s - o f  c o n s c io u s n e s s  a n d  s e l f -  
c o n s c i o u s n e s s  n e e d  n o t  n e c e s s a r i l y  b e  a b s t r a c t .
Marx’s use of the term ’alienation1 is to suggest a separation 
of some sort, for example the relinguishment of one’s control over 
one’s product‘and labour.' Marx contends that, when a producer does 
not own the product he produces, but that it belongs to another, then 
the product is alien to him, then he in turn is alienated. Schacht 
admits that this characterisation is useful, but he does not wholly 
agree and cites a member of an archestra, who although directed 
by another obtains a degree of self-fulfillment.
Marx identifies the source of alienation as the nature of 
civil society, and? the institution of private property. In this 
society workers may be motivated by the same desire for enrichment
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as the capitalists. He further contends that, ’The positive supersession
of private property......... is the positive supersession of all.
alienation.' Schacht postulates that because Marx employed the term 
alienation in connection with a wide variety of things it cannot 
convey anything specific.
A number of sociologists interpret alienation as some form of separation 
of the individual from some aspect of society. Both IRromm and Marx hold
that men can be aware of their'alienation, many sociologists do not 
hold this view and contend that it is conceived in terms of attitudes 
and feelings and therefore is a psychological state of an individual.
They also consider that appropriate research methods — questionnaires — 
interviews - will often reveal the attitudes that reflect some form 
of alienation. Schacht criticises those sociologists who list a 
number of uses for the term, then referring to the corresponding 
phenomena as different ’types* of alienation, and subsequently 
speaking of them as so many ’dimensions*, aspects or ’elements* 
of alienation. He disagrees with the multi-dimensional concept 
and cites the three traditional uses of alienation - transfer of 
property - mental derangement - and separation from others. It 
would be absurd to conclude that it warrants regarding the three 
things as three ’aspects* of a single ’multidimensional* phenomenon: 
’alienation*. Yet he then states that the attempts of sociologists 
to deal in this way with the various instances of ’alienation* with 
which they are concerned may not be so patently absurd.
The author feels that Schacht has missed an important point, in 
that it would appear to be reasonable to suggest that any of the three 
traditional uses of ’alienation* must themselves be multi-dimensional. In 
other words there surely must be degrees of ’alienation*. How much
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of oneself has one had to surrender? Would the worker in an 
industrial environment be more alienated than Schacht’s example of 
a musician? As there will be differing reasons for ’alienation* 
within one factor so there will be differing dimensions of these.
If ’alienation’ with and at work is considered undesirable, then 
surely the object would be to reduce it! In this very context we 
are indicating various levels of such, that is dimensions.
Seeman (1959) established a redefinition of the various usages 
of the terms of ’alienation* in order to make them empirically 
testable:
’Powerlessness’, was that of alienation as a feeling on the 
part of the individual that he cannot influence the social 
situation in-which he interacts.
’meaninglessness? is a feeling on the part of the individual 
that he has no guides for conduct on belief.
’normlessness? is the individuals feeling that illegitimate means 
are required to achieve goals.
’isolation’ is a feeling of estrangement from the cultural goals 
of society,
’self-estrangement’ an inability to find self-rewarding activities.
Each of these terms Seeman sees as independent of each other. Various 
attitude scales have been used to measure them in the social context 
of alienation.
A lienation  and Job S a tis fa c tio n
The degree of recognition by ones superiors, relationship to other 
workers, and the.job in relation to one’s .career expectation are 
variants identified by Aiken and Hage (1966) and contributing to 
dissatisfaction and ’alienation from work’. It is therefore the 
hygiene factors they are mostly concerned with — dissatisfiers. They 
therefore differ from Marx in his concept of ’alienation from the process 
of production. ’ Seeman however concentrates upon the job itself and 
intrinsic satisfaction. One who is not intrinsically satisfied is 
alienated. Miller (1967) observes that a man Who does not find his
work intrinsically satisfying need not be dissatisfied with his job.
This agrees with the author’s interpretation of most semi-skilled jobs, 
and this statement of Millers is quite remarkable in view of his research 
area; that is ’Industrial Scientists and Engineers’. Other research 
of professionals has shown intrinsic aspects as contributing more to 
satisfaction* Herzburg et al. Blauner (1964) has a more generalised 
concept of alienation in which he states:
Alienation is a general syndrome made up of a number of different 
objective conditions and subjective feeling-states which emerge from 
certain relationships between workers and the sociotechnical settings 
of employment. Alienation exists when workers are unable to control 
their immediate work processes to develop a sense of purpose and 
function which connects their jobs to the overall organisation of 
production, to belong to integrated industrial communities, and when 
they fail to become involved in the activity of work as a mode of 
personal self-expression. Blauner’s concept of ’alienation’ is thus 
more basic airL practical than other exponents. Granted his reference 
to absence of self-expression relates to Marxs’ ’alienated labour’,
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and his view of meaninglessness with Seeman and Miller. Nevertheless 
his identification of the necessity for workers to be able to control 
their immediate work process is important to this research.
His dissertation on ’Powerlessness*, meaninglessness, isolation 
and self-estrangement however need to be examined:
'A person is powerless, he states,when he is an object controlled 
and manipulated by other persons or by an impersonal system (such as
technology) and when he cannot assert himself as a subject to change 
or modify this domination. The non-alienated pole of the powerlessness 
dimension is the state of freedom and control.*
What appears to be forgotten is that in order for a worker to 
control his own work other controls such as management and work study 
must be seen to be effective. If these controls are seen to be 
ineffective it is then the worker will feel a state of * powerlessness* 
or an inability to control his own~work, especially if part of 
his earnings are based upon bonus for output.
’Meaninglessness alienation reflects a split between the part 
and the whole. A person experiences alienation of this type when 
his individual acts seem to have no relation to a broader life- 
programme. Meaninglessness also occurs when individual roles afre not 
seen as fitting into the total system of goals of the organisation but 
have become severed from any organio connection with the whole. The 
non-alienated state is understanding of a life-plan or of an organisation^ 
total functioning and activity which is purposeful rather than meaningless. *
What appears to he indicated .in the above is a complete lack of 
certainty. If the worker identifies that the goals of the organisation 
are maximum productivity for a reasonable wage, and the management and 
workstudy controls are so ineffective that achievement falls hopelessly 
short of these goals, then nothing is meaningful and uncertainty, 
dissatisfaction, and alienation will prevail.
Isolation suggests, Blauner states, the idea of general societal 
alienation — remoteness. This type of alienation the author suggests 
would also stem from the two previous terms and from general dissatisfaction. 
Isolation from staff and management.
Self Estrangement has a denigrating effect - a loss of personal 
dignity and identity, when it is stated an activity becomes, a 
means to an end. This latter term the author considers would be more 
difficult to ascertain or measure than the other terms. It appears to 
relate partially with Darkheims(1951) transcendental concept of anomie.
Blumberg 1971 states ’There are objective alienating qualities 
about much labour and that these are seen and felt as such by the 
wrorker, although perhaps he does not articulate them explicitly.’
In his chapter, ’Alienation and Participation1, a review of the 
literature'-, he is in fact citing much of the research designed to 
reveal satisfaction or dissatisfaction within various environments.
The author feels that some results in which the respondents indicated 
a higher satisfaction through some form of participation merely reflected 
a substitution for ineffective controls. This assumption would of 
course be difficult to prove, unless controls, participation, decision 
making were measured to reveal the highest contributor to satisfaction.
If however controls are shown to be an important contributor to 
satisfaction, then surely a case is made for further research into the 
participation/satisfaction/alienation syndrone.
,^..v
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In conclusion it would seem that alienation — dissatisfaction and 
uncertainty are related, and if this research indicates that satisfaction 
is directly proportional to the degree of management and work study control, 
(page 10) then uncertainty will reflect dissatisfaction and also some 
aspect of alienation*
It was mentioned in the introduction that trying to produce an 
environment which allows for high efficiency and a high level of worker 
satisfaction appear to be incompatible (Blum and Naylor 1968) Vroom 
(1964) summarised twenty areas of research measuring job satisfaction 
and job performance and no simple relationship emerged between these 
two factors. When measured, the correlations had little theoretical and 
practical importance. Social scientists and many employers have been 
researching and experimenting to try and solve some of the problems 
associated with worker dissatisfaction. High labour turnover, lateness 
and absenteeism in many organisations culminated in higher costs and 
loss of output. The Swedish Employers Confederation published a report 
on job reform in Sweden, translated and edited by David Jenkins (1975).
They state the objectives of work reform are generally expressed not 
only in terms of increased productivity and efficiency, but also of 
increased job satisfaction and more interesting and more stimulating 
tasks as worthwhile ends in themselves. Considerable attention is 
being devoted to the physical design of the workplace and the engineering 
of production equipment.
Highly fragmented work tasks, excessively authoritarian management 
practices and the stepped-up tempo of modern production plants were 
deemed to be generating stress, psychological pressures and feelings of 
alienation among the workers. The piece-rate system, widely applied in 
Sweden, was closely linked to the alleged evils of the prevailing 
management system. Fixed monthly wages for all workers in factories as 
well as in offices, became a frequent demand.
They also speak of extending the work cycle, integrating production
and auxiliary tasks and decentralising authority and responsibility. 
Organisation of people into small groups (autonomy) .
Various cases are quoted; Saab, A.S.E.A.'s office/factory layout, 
Steel Foundry, Volvo and others. All do far indicate success in that 
they have achieved higher satisfaction and if not higher output, at 
least maintained the previous level. Similarly George Thomason's book 
"Experiments in participation" wherein he reveals work conducted along 
similar lines at I.C.I., B.P., Avon Rubber Plant and others are 
extremely encouraging. Blumberg (1971) states: I do not share the belief 
that alienation is merely a condition which the intellectual experiences 
when he contemplates manual labour. I believe, and there is after all, 
ample sociological evidence to confirm it, that there are objective 
alienating qualities about much labour and these are seen and felt as 
such by the worker, although perhaps he does not articulate thenp. 
explicitly. He then states that there is hardly a study inthe entire 
literature of participation which fails to demonstrate that, satisfaction 
in work is enhanced and that other generally acknowledged beneficial 
consequences accrue from a genuine increase in workers decision-making 
power. Such consistency of findings he states, is rare in Social research. 
He further states that participation has lately become quite fashionable 
in management and business school thinking in the United States, having 
replaced the human relation approach, which was considered too manipulating 
and thus self-defeating by authority styles, theory Y, T Groups and an 
assorted alphabet soup of participatives and pseudo-participative 
techniques. Although fre says "Our approach", of course differs from all 
of these in that we do not see participation as a device to lower costs, 
to improve quality, to increase productivity, to undercut trade union 
of worker's demands, or to give workers the illusion of power without its 
actuality, the more easily to guarantee jealously guarded managerial 
prerogatives within the framework of private enterprise. We are interested 
in the question of participation as it bears on the largest sociological
and philosophical issue of the alienation of labour, and we are 
prepared to follow wherever this research leads.
Nevertheless of seventeen pieces of research on participation 
summarised by Blumberg*seven are surveying production workers and most 
revealed higher efficiency from participation and job satisfaction. It 
could be argued that although many people would agree with Blumberg's 
sentiments, we do as a nation need to be economically sound and 
therefore organisations have the need to look for increased output 
and reduced costs as well as lower^labour turnover and increased 
operator satisfaction. The indications are that organisations are 
moving in this direction and achieving many of these desired improvements.
The author feels that this research in its emphasis upon other 
factors and their possible relationship and contribution to satisfaction 
tends to complement much of the previous and ongoing research and it is 
hoped will prove a useful addition to so much already identified and 
established in this field.
CHAPTER III 
THEORY
-  58 -
CHAPTER III 
THEORY
It will be remembered that the theory stated the following
Related Assumption
Workers like certainty and dislike uncertainty .
in some aspects of their working environment.
Predictions
(1) The more effective management and work study 
controls are seen to he by the operatives, 
the higher the operator satisfaction and 
their certainty.
(2) If management and work study controls are 
low then operator satisfaction will be 
high only if operator control is high.
(3) The higher the level of communication as 
seen by operatives, the higher the level of 
operator satisfaction and certainty.
It m s  also stated that uncertainty will be said to be 
proportional to the number of events which could reasonably occur 
at any given moment. Reasonably in the sense that the events are 
likely to occur.
As an example Shannon’s theory was quoted in the introduction 
and it vail be used in the same qualitative sense only.
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F p r  e x a m p le  t h e  o p e r a t o r  c o u l d  e x p e r i e n c e  i n  h i s  w o r k in g  
e n v i r o n m e n t  mar^y a s p e c t s  w h ic h  w o u ld  c o n t r i b u t e  t o  h i s  u n c e r t a i n t y .  
A  n u m b e r  o f  t h e s e  a s p e c t s  w e re  i d e n t i f i e d  i n  t h e  i n t r o d u c t i o n .  I t  
i s  n o t  j u s t  t h e  e x i s t e n c e  o f  som e o f  t h e s e  a s p e c t s  t h a t  c r e a t e  
u n c e r t a i n t y  b u t  t h e  o p e r a t o r s  i n t e r p r e t a t i o n  o f  h o w  e f f e c t i v e  
m a n a g e m e n t a n d  w o rk  s t u d y  a r e  i n  c o n t r o l l i n g  t h e s e  a s p e c t s  t h a t  
i n c r e a s e s  o r  r e d u c e s  h i s  u n c e r t a i n t y .
R e a s o n a b ly  w i l l  t h e n  b e  t h e  i n t e r p r e t a t i o n  p l a c e d  u p o n  a n y  
e v e n t  t h a t  t h e  o p e r a t o r  s e e s  a s  l i k e l y  t o  o c c u r  i n  m a n y  d i f f e r i n g  
s i t u a t i o n s .  I n  t h e  s i t u a t i o n  t h a t  o c c u r s  f o r  a  p a r t i c u l a r  e v e n t  
t h e  o p e r a t o r  w i l l  n o t  i m m e d i a t e l y  i d e n t i f y  a l l  t h e  f a c t o r s  t h a t  
c o n t r i b u t e  t o  m o s t  e v e n t s ,  b u t  o n l y  t h o s e  t h a t  c o n t r i b u t e  t o  t h e  
im m e d ia t e  s i t u a t i o n ,  a n d  w h ic h  f o r  h im  a t  t h a t  p a r t i c u l a r  m om ent 
a r e  c r i t i c a l .  F o r  e x a m p le  i f  t h e  o p e r a t o r  i s  h e l d  u p  i n  h i s  j o b  
w a i t i n g  f o r  m a t e r i a l ,  h i s  im m e d ia t e  i d e n t i f i c a t i o n  o f  t h e  r e a s o n  
w i l l  b e  t h e  a r e a  o f  m a n a g e m e n t  c o n t r o l  a n d  h e  m ay  a l s o  b la m e  h i s  
im m e d ia t e  s u p e r v i s i o n .  I f  h o w e v e r  h e  k n o w s  b y  e x p e r i e n c e  t h a t  
m a n a g e m e n t a r e  u s u a l l y  e f f e c t i v e  i n  s u p p l y i n g  m a t e r i a l  t h e n  h i s  
u n c e r t a i n t y  w t i l l  n o t  b e  a s  g r e a t .  He m ay in d e e d  s h o w  a  d e g r e e  o f  
t o l e r a n c e ,  b e c a u s e  e x p e r i e n c e  h a s  t a u g h t  h im ,  t h a t  m a n a g e m e n t  
g e n e r a l l y  r e s o l v e  t h e s e  d i f f i c u l t i e s  p r o m p t l y .
T h e  d e f i n i t i o n  o f  u n c e r t a i n t y  d o e s  n o t  a l l o w  a  d i r e c t  m e a s u r e .  
I t  m u s t  t h e n  b e  a s k e d ,  i f  we c a n n o t  m e a s u r e  u n c e r t a i n t y  d i r e c t l y  
h o w  t h e n  c a n  i t  b e  m e a s u r e d ?  B y  m e a s u r in g  t h e  p e r f o r m a n c e  o f
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M a n a g e m e n t  a n d  W o rk  S t u d y
M a n a g e m e n t  a n d  w o rk  s t u d y  a r e  a s k e d  d i r e c t l y  a b o u t  t h e i r  ow n  
c o n t r o l s ,  t h e s e  r e s u l t s  h o w e v e r  a r e  o n l y  u s e d  i n  t h e  a n a l y s i s  o f  
c o m m u n ic a t io n  ( d i s c u s s e d  a t  t h e  e n d  o f  t h i s  c h a p t e r ) .
O n l y  t h e  o p e r a t i v e s  i d e n t i f i c a t i o n  o f  t h e  p e r f o r m a n c e  o f  
m a n a g e m e n t a n d  w o rk  s t u d y  w i l l  b e  m e a s u r e d .  T h i s  m e th o d  i s  m o re  
l i k e l y  t o  r e p r e s e n t  t h e  l e v e l  a n d  d e g r e e  o f  u n c e r t a i n t y  f e l t  b y  
t h e  o p e r a t i v e s .  I t  i s  a l s o  m o re  l i k e l y  t o  r e f l e c t  t h e  d i f f e r e n t  
i n t e r p r e t a t i o n s  s e p a r a t e  g r o u p s  o f  o p e r a t i v e s  w i l l  p l a c e  u p o n  
s i m i l a r  s i t u a t i o n s  i n  d i f f e r e n t  c o m p a n ie s .
S e l e c t i o n  O f  F a c t o r s
T w e lv e  a s p e c t s  o f  t h e  w o r k in g  e n v i r o n m e n t  i n  w h ic h  o p e r a t i v e s  
l i k e  c e r t a i n t y  a n d  d i s l i k e  u n c e r t a i n t y  w e re  o u t l i n e d  i n  t h e  
i n t r o d u c t i o n .  T h e r e  a r e  o t h e r s  a n d  t h e y  w i l l  b e  i d e n t i f i e d  i n  
t h i s  c h a p t e r  a n d  m o re  s p e c i f i c a l l y  i n  t h e  c h a p t e r  d e a l i n g  w i t h  
q u e s t i o n n a i r e  c o n s t r u c t i o n *  A s  s t a t e d  p r e v i o u s l y  t h e  q u e s t i o n s  
w e r e  o r i g i n a l l y  b a s e d  u p o n  t h e  a u t h o r ’ s  e x p e r i e n c e s  i n  i n d u s t r y 9 
t h a t  i s  f a c e  v a l i d i t y .  A  c o n s i d e r a b l e  a m o u n t o f  r e s e a r c h  i n  t h i s  
a r e a  w as s t u d i e d  a n d  t h e r e  w e re  c o m m o n a l i t i e s  i n  som e o f  t h e  
q u e s t i o n s  w i t h  t h o s e  i n  t h i s  r e s e a r c h .  I t  w as f e l t  t h a t  m a n y  o f  
t h e  q u e s t i o n s  p o s i t e d  h y  o t h e r  r e s e a r c h e r s  w e re  t o o  s p e c i f i c ;  
f o r  e x a m p le ?
those responsible fo r  u n c e rta in ty ,th a t is?
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D o y o u  l i k e  y o u r  j o b ?
D o y o u  d i s l i k e  y o u r  j o b ?
a n d  t o o  v a g u e  f o r  e x a m p le ;
T h i n k  o f  t h e  t i m e  w h e n  y o u  w e re  h a p p i e s t  i n  y o u r  j o b .
T h i n k  o f  t h e  t im e  w h e n  y o u  w e re  u n h a p p i e s t  i n  y o u r  j o b .
I n  t h e  m a in  t h e  s t r o n g e s t  c r i t i c i s m  o f  p r e v i o u s  r e s e a r c h  i s  
t h a t  t h e y  w e re  m o s t l y  d e s c r i p t i v e  s t u d i e s .  I t  i s  f o r  t h e s e  r e a s o n s  
t h a t  a  m o re  c o n s t r u c t i v e  a n d  c o h e s i v e  m o d e l  w as d e s i g n e d  t o  h e  u s e d  
i n  t h i s  r e s e a r c h .  I t  a p p e a r e d  n e c e s s a r y  t o  r e - e x a m in e  t h e  w o r k in g  
e n v i r o n m e n t  a n d  a s k ,  w h a t a r e  t h e  e s s e n t i a l  f a c t o r s  w h ic h  c a n  b e  
i d e n t i f i e d  a s  t h o s e  n e c e s s a r y  f o r  s a t i s f a c t o r y  j o b  p e r f o r m a n c e ?
R e s t a t i n g  t h a t  t h i s  r e s e a r c h  i s  c o n f i n e d  t o  s e m i - s k i l l e d  
o p e r a t i v e s ,  a n d  t h a t  t h e  f a c t o r s  n o w  p o s i t e d  a p p l y  p a r t i c u l a r l y  t o  t h i s  
s a m p le  o f  t h e  w o r k in g  p o p u l a t i o n ,  t h e y  a r e ; -  
O p e r a t o r  U n d e r s t a n d i n g  0©U®
T h e s e  q u e s t i o n s  d e a l  w i t h  s p e c i f i c  u n d e r s t a n d i n g  o f  
t h e  f i n a n c i a l  i n c e n t i v e  s c h e m e , c a l c u l a t i o n  o f  b o n u s ,  
u n d e r s t a n d i n g  f o r m u l a e ,  k n o w le d g e  o f  t h e  f u n c t i o n  o f  
c o m p o n e n t s ,  a n d  h o w  t i m e  s t a n d a r d s  a r e  m e a s u r e d .
T h e s e  q u e s t i o n s  d e a l  w i t h  l o o s e  t im e  s t a n d a r d s ,  
t h e  f i n a n c i a l  i n c e n t i v e  s c h e m e , w o rk  q u e r i e s ,  m e th o d  
s t u d y  a p p l i c a t i o n ,  a n d  m a n a g e m e n t  b a c k i n g  f o r  w o rk  
s t u d y .
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T h e s e  q u e s t i o n s  d e a l  w i t h  r e s t r i c t i v e  p r a c t i c e s ,  t h e  
h o o k i n g  o n  a n d  o f f  w o r k ,  c o - o p e r a t i o n  w i t h  w o rk  s t u d y  
a n d  e f f o r t  o n  u n m e a s u r e d  w o r k .
M a n a g e m e n t  G o n t r o l  M o C .
T h e s e  q u e s t i o n s  d e a l  w i t h  t h e  b o o k i n g  o f  w o r k ,  
d e p a r t m e n t a l  e f f e c t i v e n e s s ,  w o rk  s c h e d u l i n g ,  s c r a p  
a n d  r e c t i f i c a t i o n  a n d  i n s p e c t i o n ’ s  c o n t r i b u t i o n .
T h e s e  v a r i a b l e s  a r e  t h e  in d e p e n d e n t  v a r i a b l e s  a n d  w i l l  b e  m e a s u r e d  
a g a i n s t  t h e  v a r i a b l e s  w i t h i n  t h e  l a s t  f a c t o r - o p e r a t o r  s a t i s f a c t i o n ,  
t e r m e d  t h e  d e p e n d e n t  v a r i a b l e .
O p e r a t o r  S a t i s f a c t i o n
T h e s e  q u e s t i o n s  d e a l  w i t h  c o m p a n y  a n d  m a n a g e m e n t p o l i c y ,  
w o r k in g  c o n d i t i o n s ,  s u p e r v i s i o n  a n d  s e c u r i t y .
I f  t h e  v a r i a b l e s  c h o s e n  d o  n o t  e x p l a i n  s a t i s f a c t i o n  i n  t h i s  
r e s e a r c h  t h e n  o t h e r  c a u s e s  o f  s a t i s f a c t i o n  w i l l  h a v e  t o  b e  
i d e n t i f i e d  a n d  c o n s i d e r e d .
Operator Control 0»Co
I t  i s  t h e  a u t h o r ’ s  o p i n i o n  t h a t  m a n y  e x t e r n a l  f a c t o r s  a n d
i n t e r n a l  s o c i a l  f a c t o r s  a r e  s o m e w h a t o v e r s t a t e d  b y  a  n u m b e r  o f  
r e s e a r c h e r s .  I t  i s  h i s  e x p e r i e n c e  t h a t  o p e r a t o r s  i d e n t i f y  t h e  
t a s k  s e t  b y  m a n a g e m e n t a n d  d o  t h e i r '  b e s t  t o  a c h i e v e  t h i s  r e g a r d l e s s  
o f  t h o s e  s u p p o s e d l y  o t h e r  c a u s a l  i n f l u e n c e s .
O p e r a t o r s  t e n d  t o  s u p p r e s s  t h e i r  p e r s o n a l  t r o u b l e s  a n d  p r o b le m s  
w h e re  i t  w o u ld  c o n f l i c t  w i t h  t h e i r  j o b  p e r f o r m a n c e .  T h e s e  f a c t o r s  
c a n  o f  c o u r s e  i n f l u e n c e  t h e i r  b e h a v i o u r  a n d  r e l a t i o n s h i p s  w i t h  
t h e i r  f e l l o w  o p e r a t i v e s ,  h u t  r e g a r d l e s s  o f  t h i s  t h e y  g e n e r a l l y  
m a n a g e  t o  p r o d u c e  s t a n d a r d  o u t p u t .  I f  t h i s  w as n o t  t h e  c a s e  m a n y  
m o re  c o m p a n ie s  w o u ld  h e  b a n k r u p t  w i t h i n  a  s h o r t  p e r i o d  o f  t i m e .
I n  c o m p a n ie s  o p e r a t i n g  som e t y p e  o f  f i n a n c i a l  i n c e n t i v e  
s c h e m e , m a n a g e m e n t i d e n t i f i c a t i o n  o f  s t a n d a r d  o u t p u t  a n d  
p e r f o r m a n c e  i s g
’ T h a t  p a c e  a n d  p e r f o r m a n c e  w h ic h  a  q u a l i f i e d  o p e r a t o r  
w i l l  a c h i e v e  a l l  d a y  w i t h o u t  u n d u e  f a t i g u e . ’
I t  i s  B r i t i s h  S t a n d a r d  1 0 0  p e r f o r m a n c e .  D e r i v e d  f r o m  B e d a u x ’ s  
c o n c e p t  o f  m o t i v a t e d  p a c e  -  t h a t  i s  80 m in u t e s  w o rk  i n  60 m i n u t e s .
I f  m o s t  o p e r a t o r s  c a n  a n d  i n  f a c t  d o  a c h i e v e  B r i t i s h  S t a n d a r d  1 0 0  
p e r f o r m a n c e ,  t h e n  i t  i s  t h e  o v e r a l l  d e p a r t m e n t a l  p e r f o r m a n c e  t h a t  
i s  c r i t i c a l .
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F o r  E x a m p le ?
10  o p e r a t o r s  w o r k in g  a  40 h o u r  w e e k .
P o t e n t i a l  4 0 0  s t a n d a r d  h o u r s  o f  o u t p u t s  
I n  t h e  c o u r s e  o f  t h e  w ee k  e a c h  o p e r a t o r  
w as w a i t i n g  f o r  10  . h o u r s ,  b u t  i n  t h e  30 h o u r s  
t h e y  w e re  w o r k in g  t h e y  p r o d u c e d  30 s t a n d a r d  
h o u r s  o f  p r o d u c t i o n .
S t a n d a r d  .h o u r s  a c h ie v e d  1 0 0
O p e r a t o r  e f f i c i e n c y  ..... t ———— .........................    'x »*?«“
H o u r s  w o r k e d  o n  S t a n d a r d  ' 1
•10 o p e r a t o r s  x  3 0  S t a n d a r d  H o u r s
1 0  o p e r a t o r s  x  3 0  H o u r s  w o rk  O n  S t a n d a r d
300 100
IPWI-IIMB tcacrsccs* 55?
300 1
S t a n d a r d  H o u r s  A c h ie v e d
D e p a r t m e n t a l  p e r f o r m a n c e  = ..........
T o t a l  H o u r s  W o rk e d
300 100
IMWLIO—wni
400 1
I n  c o n s e q u e n c e  t h e  o p e r a t o r s  w i l l  h a v e  l o s t  1 0  h o u r s  b o n u s  p o t e n t i a l  a n d  
t h i s  c o u i d  r e f l e c t  d i s s a t i s f a c t i o n  a n d  u n c e r t a i n t y .
’ I f  w o rk  s t u d y  a n d  m a n a g e m e n t c o n t r o l s  a r e  l o w  t h e n  
o p e r a t o r  s a t i s f a c t i o n  w i l l  h e  h i g h  o n l y  i f  o p e r a t o r  
c o n t r o l  i s  h i g h . ’
M a n y  p r e v i o u s  r e s e a r c h e r s  h a v e  i d e n t i f i e d  r e s t r i c t i v e  p r a c t i c e s  
( o r  a s  n a m ed  i n  t h i s  r e s e a r c h  O p e r a t o r  C o n t r o l )  a s  c o n t r i b u t i n g  
m o re  t o  j o b  s a t i s f a c t i o n  t h a n  a n y  o t h e r  v a r i a b l e ,  R o e t h l i s b e r g e r  a n d  
D i c k s o n ,  D o n a ld  R o y  e t  a l .  I t  i s  t h e  a u t h o r ’ s  o p i n i o n  t h a t  t h o s e  
r e s e a r c h  a r e a s  m e n t io n e d  r e f l e c t e d  t h e  o l d  h a p h a z a r d  r a t e  f i x i n g ;  
m e th o d s  r e s u l t i n g  i n  b o t h  t i g h t  a n d  l o o s e  t im e  s t a n d a r d s .  T h i s  
o o u p l e d  w i t h  i n e f f e c t i v e  m a n a g e m e n t c o n t r o l s  c a u s e d  d i s s a t i s f a c t i o n ,  
a n d  i n e v i t a b l y  t h e  o p e r a t o r s  e x e r c i s e d  t h e i r  ow n  c o n t r o l s  a n d  
m a n i p u l a t i o n s .  I f  t h i s  i s  c o r r e c t  t h e n  O p e r a t o r  C o n t r o l  w i l l  
o n l y  b e  h i g h  i f  w o rk  s t u d y  a n d  m a n a g e m e n t c o n t r o l s  a r e  s e e n  t o  
b e  lo w .  I f  w o rk  s t u d y  a n d  m a n a g e m e n t  c o n t r o l s  a r e  s e e n  t o  b e  h i g h  
t h e n  t h e  n e e d  f o r  o p e r a t o r  c o n t r o l s  t o  b e  e x e r c i s e d  i s  n o t  a p p l i c a b l e  
a n d  c o u l d  w e l l  r e f l e c t  c e r t a i n t y  a n d  a  h i g h e r  s a t i s f a c t i o n .
J o b  P e r f o r m a n c e
A  c o n s i d e r a b l e  a m o u n t o f  r e s e a r c h  h a s  b e e n  s t r u c t u r e d  t o  
a s c e r t a i n  w h a t r e l a t i o n s h i p  m ay  e x i s t  b e t w e e n  o p e r a t o r  p e r f o r m a n c e  
a n d  j o b  s a t i s f a c t i o n .  T h e  c o n c l u s i o n  r e a c h e d  i s  t h a t  g e n e r a l l y  n o  
c o r r e l a t i o n  a p p e a r s  t o  e x i s t  b e t w e e n  t h e s e  tw o  v a r i a b l e ' s .  I t  
d e p e n d s  t o  a  l a r g e  d e g r e e  o n  w h a t  f a c t o r s  o f  j o b  s a t i s f a c t i o n  w e re  
m e a s u r e d  a n d  r e l a t e d .  A l t h o u g h  t h i s  r e s e a r c h  i s  n o t  i n t e n d e d  t o
P re d ic tio n  (2) o f  the theory stated:
m e a s u r e  t h e s e  c o n c e p t s  n e v e r t h e l e s s  o v e r a l l  d e p a r t m e n t a l  e f f i c i e n c i e s  
w i l l  h e  a s s e s s e d  a n d  r e l a t e d  t o  a n  o v e r a l l  j o b  s a t i s f a c t i o n  . s c o r e .  
T h e  t h e o r y  i n  t h e  r e s e a r c h  i s  n o t  s p e c i f i c  o n  t h i s  p o i n t  a n d  t h e r e  
a r e  i n h e r e n t  d i f f i c u l t i e s  w i t h  a s s e s s m e n t  w h e re  n o  s p e c i f i c  i n t e n t i o n  
t o  e x a m in e  t h e s e  v a r i a b l e s  i n i t i a l l y  e x i s t e d .  I t  i s  f e l t  h o w e v e r  
t h a t  o p e r a t o r s  w o r k in g  w i t h i n  a  f i n a n c i a l  i n c e n t i v e  s c h e m e  s e e k  
t h e  o p p o r t u n i t y  t o  a t  l e a s t  e a r n  s t a n d a r d  b o n u s  o v e r  t h e  f u l l  
w o r k in g  w e e k . I f  t h e y  a r e  p r e v e n t e d  f r o m  a c h i e v i n g  t h i s  t a r g e t  
( w h ic h  a f t e r  a l l  i s  t h e  e c o n o m ic  t a r g e t  o f  m a n a g e m e n t)  t h e y  f a i l  
t o  p r o d u c e  t h i s  o u t p u t  l e v e l  a n d  a r e  d i s s a t i s f i e d .  T h i s  d e m o n s t r a t e s  
a  r e l a t i o n s h i p  b e t w e e n  s a t i s f a c t i o n ,  c e r t a i n t y  a n d  o u t p u t . :
T h i s  i s  n o t  t o  s t a t e  t h a t  t h e  m o re  o u t p u t  a n  o p e r a t o r  a c h i e v e s  t h e  
m o re  s a t i s f i e d  h e  i s ,  b u t  o n l y  t h a t  l e v e l  o f  o u t p u t  t h a t  c a n  b e  
m a i n t a i n e d  o v e r  a  f u l l  w o r k in g  w ee k  t o  g u a r a n t e e  h i s  f u l l  w age  
p l u s  t h e  b o n u s  e a r n e d .  S a t i s f a c t i o n  i n  t h i s  s i t u a t i o n  a r i s e s  
m o re  f r o m  a lw a y s  h a v i n g  w o rk  a v a i l a b l e  a n d  b e i n g  a l l o w e d  t o  c o m p le t e  
t h i s  w o r k ,  w i t h  n o  d e l a y s .  I n  t h i s  l a t t e r  c o n t e x t  l e s s  u n c e r t a i n t y  
l e a d s  t o  h i g h e r  j o b  p e r f o r m a n c e .
I t  h a s  a l r e a d y  b e e n  s a i d  t h a t  i n d i v i d u a l  o p e r a t o r  p e r f o r m a n c e  
x-ri.ll n o t  b e  e x a m in e d ,  b u t  t h a t  o v e r a l l  d e p a r t m e n t a l  e f f e c t i v e n e s s  
w i l l  b e .  I f  t h e  s t a n d a r d  h o u r s  a c h i e v e d  b y  t h e  o p e r a t i v e s  i n  a  
p a r t i c u l a r  d e p a r t m e n t  a r e  d i v i d e d  b y  t h e  t o t a l  h o u r s  w o r k e d  a n d  
m u l t i p l i e d  b y  o n e  h u n d r e d ,  t h i s  w rould  m e a s u r e  t h e  o v e r a l l  d e p a r t m e n t  
e f f i c i e n c y .  I f  i n e f f e c t i v e  a n d  n o n - p r o d u c t i v e  t i m e  w e re  l o w  a n d  
o p e r a t o r s  p r o d u c e d  a t  s t a n d a r d  p e r f o r m a n c e  B o S o1 0 0  t h e n  t h e  o v e r a l l
- 67 -
d e p a r t m e n t a l  e f f i c i e n c y  w o u ld  b e  h i g h .  T h u s  r e f l e c t i n g  e f f e c t i v e  
m a n a g e m e n t a n d  w o rk  s t u d y  c o n t r o l s .  I f  i n e f f e c t i v e  a n d  n o n - p r o d u c t i v e  
t i m e  w e re  h i g h  t h e  o v e r a l l  d e p a r t m e n t a l  e f f i c i e n c y  w o u ld  b e  lo w  
r e f l e c t i n g  i n e f f e c t i v e  m a n a g e m e n t a n d  w o rk  s t u d y  c o n t r o l s  a s  p r e v i o u s l y  
d i s c u s s e d  o n  p a g e  6 4 ®
P r e d i c t i o n  ( 3 )  o f  t h e  t h e o r y  s t a t e d :
’ T h e  h i g h e r  t h e  l e v e l  o f  c o m m u n ic a t io n  a s  s e e n  b y  
t h e  o p e r a t i v e s ,  t h e  h i g h e r  t h e  l e v e l  o f  o p e r a t o r  
s a t i s f a c t i o n  a n d  c e r t a i n t y . 5
T h e  a r e a  o f  c o m m u n ic a t io n  c o n c e r n s  t h e  t h r e e  g r o u p s  o f  r e s p o n d e n t s ,  
t h a t  i s  m a n a g e m e n t , w o rk  s t u d y  a n d  o p e r a t i v e s .  T h e  l e v e l  o f  c o m m u n ic a t io n  
m e a n s  t h e  c o r r e s p o n d i n g  l e v e l  o f  r e p l i e s  o f  t h e  t h r e e  g r o u p s .  T h e  
q u e s t i o n s  c o n s t r u c t e d  a r e  s i m i l a r  f o r  a l l  t h r e e  g r o u p s  w i t h  t h i s  
d i f f e r e n c e .
O p e r a t o r s  a r e  a s k e d  q u e s t i o n s  t h a t  a r e  s p e c i f i c  t o  them , i n  
t h e  i n d u s t r i a l  e n v i r o n m e n t  a n d  t h e  q u e s t i o n s  t o '  m a n a g e m e n t  a n d  
w o rk  s t u d y  s p e c i f i c a l l y  r e l a t e  t o  h o w  t h e y  t h i n k  t h a t  t h e  
o p e r a t o r s  m i l  r e p l y  t o  t h o s e  q u e s t i o n s ,  f o r  e x a m p le # -
A  q u e s t i o n  t o  o p e r a t i v e s  a s k s :
’ How  m u ch  d o  y o u  k n o w  a b o u t  t h e  t y p e  o f  f i n a n c i a l  i n c e n t i v e  
s c h e m e  a p p l i e d  t o  y o u ? 9
T h e  a n s w e r s  a r e  s t r u c t u r e d  a s  f o l l o w s  
I  k n o w  a  l o t  a b o u t  t h e  f i n a n c i a l  i n c e n t i v e  s c h e m e  
I  k n o w  a  f a i r  a m o u n t a b o u t  t h e  f i n a n c i a l  i n c e n t i v e  s c h e m e
I  k n o w  a  l i t t l e  a b o u t  t h e  f i n a n c i a l  i n c e n t i v e  s c h e m e  
I  k n o w  n o t h i n g  a b o u t  t h e  f i n a n c i a l  i n c e n t i v e  s h c e m e
T h e  q u e s t i o n s  t o  m a n a g e m e n t s t a t e s
’ How  m u ch  d o  o p e r a t i v e s  k n o w  a b o u t  t h e  t y p e  o f  f i n a n c i a l  i n c e n t i v e  
s c h e m e  a p p l i e d  t o  t h e m ? ’
T h e  a n s w e r s  a r e  c o n s t r u c t e d  i n  s i m i l a r  f a s h i o n  t o  t h o s e  c o n c e r n i n g  
t h e  o p e r a t i v e s ;
T h e y  k n o w  a  l o t  a b o u t  t h e  f i n a n c i a l  i n c e n t i v e  s c h e m e  
T h e y  k n o w  a  f a i r  a m o u n t a b o u t  t h e  f i n a n c i a l  i n c e n t i v e  sc h e m e  
T h e y  k n o w  a  l i t t l e  a b o u t  t h e  f i n a n c i a l  i n c e n t i v e  s c h e m e  
T h e y  k n o w  n o t h i n g  a b o u t  t h e  f i n a n c i a l  i n c e n t i v e  s c h e m e
T h e  a n s w e r s  t h e r e f o r e  s h o u l d  r e v e a l  t h e  l e v e l  o f  c o m m u n ic a t io n  
t h a t  e x i s t s  b e t w e e n  t h e  t h r e e  g r o u p s .
I f  t h e  r e p l y  b y  t h e  o p e r a t i v e s  i n d i c a t e d  t h a t  t h e y  k n e w  a  f a i r  a m o u n t  
a b o u t  t h e  f i n a n c i a l  i n c e n t i v e  s c h e m e  a p p l i e d  t o  t h e m , a n d  m a n a g e m e n t  
a n d  w o rk  s t u d y  g a v e  t h e  sam e  r e p l y ,  t h e n  t h e  l e v e l  o f  c o m m u n ic a t io n  
i s  h i g h  ( a l l  t h e  sam e l e v e l ) .  T h i s  s h o u l d  i n c r e a s e  o p e r a t i v e s  
c e r t a i n t y  a n d  t h e r e f o r e  t h e i r  s a t i s f a c t i o n .
Snmms^ i  s i  n g j l h e  P r e d i c t  i o n s  
O p e r a t o r  U n d e r s t a n d i n g
A s s u m in g  r e s e a r c h  i n d i c a t e s  t h a t  a p p r o x i m a t e l y  5 0 $  o f  o p e r a t i v e s  
u n d e r s t a n d  t h e i r  f i n a n c i a l  i n c e n t i v e  s c h e m e  a n d  s y s t e m ,  t h e n  t h e
c o n t r i b u t i o n  t h a t  t h i s  v a r i a b l e  w i l l  m ake  t o  s a t i s f a c t i o n  a n d  c e r t a i n t y -  
w i l i  b e  s m a l l .  'P h is  h o w e v e r  h a s  y e t  t o  b e  t e s t e d  b u t  n e v e r t h e l e s s  so m e  
c o n t r i b u t i o n  i s  e x p e c t e d .  F u r t h e r  d i s c u s s i o n s  r e g a r d i n g  t h i s  f a c t o r  
w i l l  b e  d e v e l o p e d  i n  t h e  f i n a l  a n a l y s i s .
I t  w as s t a t e d  o n  P a g e  2 t h a t i  ' T h i s  r e s e a r c h  w i l l  b e  r e s t r i c t e d  
t o  t e n  c o m p a n ie s ,  w h e re  p o s s i b l e  m a n u f a c t u r i n g  d i f f e r e n t  p r o d u c t s  
o r  p r o c e s s e s .  I t  i s  a l s o  i n t e n d e d  t o  s e l e c t  c o m p a n ie s  o p e r a t i n g  
d i f f e r e n t  t y p e s  o f  f i n a n c i a l  i n c e n t i v e  s c h e m e s  i n  o r d e r  t o  o b t a i n  a  
m o re  r e p r e s e n t a t i v e  s a m p le .  I t  w as a s s u m e d  t h a t  m a n a g e m e n t  a n d  w o r k  
s t u d y  c o n t r o l s  w o u ld  v a r y  i n  e f f e c t i v e n e s s  a c c o r d i n g  t o  t h e  t y p e  
o f  f i n a n c i a l  i n c e n t i v e  s c h e m e  a p p l i e d .  F o r  e x a m p le  r e g r e s s i v e  
s c h e m e s ,  ( t h o s e  t h a t  d o  n o t  p a y  p r o p o r t i o n a l l y  t o  e f f o r t )  h a v e  m u ch  i n  
com m on w i t h  t h e  o l d  t y p e  p i e c e w o r k  s y s t e m s *  T h e  t i m e s  v a r y  a n d  w o r k  
s t u d y  a p p l i c a t i o n  g e n e r a l l y  l e a v e s  a  l o t  t o  b e  d e s i r e d .  T h i s  t y p e  
o f  a p p l i c a t i o n  i n  c o n s e q u e n c e  m ig h t  w e l l  l e a d  t o  h i g h e r  o p e r a t o r  
c o n t r o l s  m a n i p u l a t i o n  o f  t h e  s y s t e m . ' T h e  m o re  p r o g r e s s i v e  t y p e  
o f  s c h e m e s  s u c h  a s  s t r a i g h t  p r o p o r t i o n a l  ( L i n e a r )  a n d  g r a d e d  m e a s u r e d  
d a y w o r k  m ay  w e l l  p r o v e  t o  h a v e  m o re  e f f e c t i v e  c o n t r o l s  b y  m a n a g e m e n t  
a n d  w o r k  s t u d y  a n d  t h e r e f o r e  m ig h t  i n d i c a t e  l e s s  n e e d  f o r  o p e r a t o r  
c o n t r o l s .  I t  w as f o r  t h i s  r e a s o n  t h a t  i t  w as d e c i d e d  t o  i n c l u d e  
c o m p a n ie s  o p e r a t i n g  d i f f e r e n t  s c h e m e s .  I t  i s  r e c o g n i s e d  t h a t  a  
s a m p le  o f  t e n  f i r m s  o p e r a t i n g  d i f f e r e n t  s c h e m e s , w o u ld  b e  t o o  s m a l l  
t o  b e  a b l e  t o  s t a t e  c a t e g o r i c a l l y  w h ic h  s c h e m e  s h o w e d  m o s t  m e r i t .
I t  m ig h t  h o w e v e r  b e  p o s s i b l e  t o  o b s e r v e  a n  i n d i c a t i o n  o r  t r e n d ,  
a n d  m ake  a n  a s s u m p t io n  a b o u t  s u o h  w h ic h  w o u ld  n e e d  t o  b e
s u b s t a n t i a t e d  b ^  f u r t h e r  r e s e a r c h .  I t  i s  a l s o  i n t e n d e d  t o  r e l a t e  
p r o d u c t i v e  e f f e c t i v e n e s s  t o  t h e  t y p e  o f  s c h e m e , f o r  i f  H a r r i o t ' s  
p r i n c i p l e s  a p p l y ,  t h e n  s t r a i g h t  p r o p o r t i o n a l  t y p e  s c h e m e s  s h o u l d  \
l e a d  t o  h i g h e r  p r o d u c t i v e  e f f e c t i v e n e s s .  C o n f l i c t i n g  o p i n i o n s  
e x i s t  r e g a r d i n g  t h e  c o n t r i b u t i o n  a n d  e f f e c t  o f  v a r i a b l e s  s u o h  a s  
a g e ,  s e x ,  l e n g t h  o f  s e r v i c e ,  m a r i t a l  s t a t u s  a n d  s o  o n .  F o u r n e t  e t  
a l  ( 19 66 ) s t a t e  t h a t  m o s t  s t u d i e s  i n  t h e s e  a r e a s  d e a l  w i t h  t h e  l a o k  
o f  c o n g r u e n c e  i n  t h e  p e r c e p t i o n  - t h a t  a n  i n d i v i d u a l  h a s  o f  h i m s e l f ,  
h i s  j o b ,  a n d  t h e  c o m p a n y  f o r  w h ic h  h e  w o r k s .
ACE
H e r z b e r g  e t  a l  ( 1 9 5 7 ) p r o p o s e d  t h a t  t h e r e  i s  a  s i g n i f i c a n t  
r e l a t i o n s h i p  b e t w e e n  a g e  a n d  j o b  s a t i s f a c t i o n .  T h e y  s t a t e d  t h a t  a  
h i g h  m o r a le  e x i s t e d  f o r  t h e  y o u n g  e m p lo y e e  i m m e d i a t e l y  a f t e r  e m p lo y m e n t ,  
b u t  d r o p p e d  s h a r p l y  a f t e r  a  f e w  y e a r s  a n d  t h e n  r o s e  a s  w o r k e r s  c o n t i n u e d  
i n  t h e i r  e m p lo y m e n t .  F o u r n e t  e t  a l  s t a t e  t h a t  d i f f i c u l t i e s  a r i s e  w h e n  
e n d e a v o u r in g  t o  m e a s u r e  t h e  c o n t r i b u t i o n  o f  a g e  t o  j o b  s a t i s f a c t i o n ,  
b e c a u s e  m a n y  s t u d i e s  d o  n o t  g i v e  t h e  a g e s  o f  w o r k e r s  u s e d  a s  s u b j e c t s  
a n d ? w h e n  t h e y  a r e  g i v e n ,  t h e y  a r e  o f t e n  g i v e n  o n l y  i n  g e n e r a l  t e r m s .
I t  i s  i n t e n d e d  i n  t h i s  r e s e a r c h  t o  e x a m in e  t h e  c o r r e l a t i o n  o f  a g e  w i t h  
t h e  o t h e r  d e t e r m i n a n t s  o f  j o b  s a t i s f a c t i o n  i n  o r d e r  t o  t r y  a n d  o b t a i n  
a  m o re  p r e c i s e  i n d i c a t i o n  o f  t h e  a s s o c i a t i o n  a n d  p r o b a b l e  c o n t r i b u t i o n .
SEX
I t  i s  c o n c e d e d  t h a t  t h e  p e p l i e s  o f  wom en t o  q u e s t i o n s  i d e n t i c a l l y  
f r a m e d  f o r  m en  m ay  w e l l  d i f f e r  i n  r e l a t i o n  t o  j o b  s a t i s f a c t i o n .  H u l i n  
a n d  S m it h  ( 19 64 ) c o n t e s t  t h a t  i t  i s  n o t  s e x ,  p e r s e ,  t h a t  i s  r e l a t e d  
t o  e i t h e r  h i g h  o r  l o w  s a t i s f a c t i o n ,  b u t  r a t h e r  a  v a r i e t y  o f  f a c t o r s
w h ic h  t h e m s e l v e s  a r e  i d e n t i f i e d  d i f f e r e n t l y .  H e r z b e r g  e t  a l  ( 1 9 5 7 ) 
a t t r i b u t e d  t h e  g r e a t e r  v a r i a b i l i t i e s  i n  t h e  a t t i t u d e s  o f  w om en ■.'to 
t h e  m u l t i p l e  r o l e s  a s s u m e d  b y  th e m  i n  p o s i t i o n s  o u t s i d e  t h e  h o m e .
T h e  c o r r e l a t i o n s  o f  t h e  r e p l i e s  o f  b o t h  s e x e s  w i l l  b e  e x a m in e d  i n  
r e l a t i o n  t o  j o b  s a t i s f a c t i o n  i n  t h i s  r e s e a r c h  a n d  c o m p a r i s o n s  w i l l  
b e  m a d e  a c r o s s  t h e  c o n s t i t u e n t  v a r i a b l e s .
M a r i t a l  S t a t u s ,
Surprisingly Fournet et al (1966) do not mention marital status 
under their ’Characteristic of the individual’. It has often been 
assumed that married men and women adopt a more responsible attitude 
towards work than their single counterparts. In consequence their 
attitudes may well vary in their identification of the importance 
to them of the posited variables of satisfaction. This variable will 
also be measured against job satisfaction. Similarly length of 
service, and service in present ••oppupat ion will also be examined in an 
endeavour to define their contribution to the area of satisfaction.
T o  s u m m a r is e ,  t h e  t h e o r i e s  a n d  a s s u m p t io n s  w i l l  b e  ^ r e s t a t e d .
1 .  T h e  e s s e n t i a l  p r e d i c t i o n s  i n  t h i s  r e s e a r c h  a r e  t h a t  h i g h
m a n a g e m e n t  a n d  w o r k  s t u d y  c o n t r o l s  w i l l  r e f l e c t  h i g h  s a t i s f a c t i o n  
a n d  c e r t a i n t y ,  a n d  t h a t  l o w  m a n a g e m e n t  a n d  w o r k  s t u d y  c o n t r o l ?  w i l l  
o n l y  r e f l e c t  h i g h  s a t i s f a c t i o n  i f  o p e r a t o r  c o n t r o l s  a r e  h i g h .  I f  
‘ o p e r a t o r  c o n t r o l  i s  n o t  h i g h  t h e n  t h i s  w i l l  r e f l e c t  u n c e r t a i n t y  a n d  
d i s s a t i s f a c t i o n .  F u r t h e r  t h e  h i g h e r  t h e  l e v e l  o f  c o m m u n ic a t io n  
b e t w e e n  t h e  t h r e e  g r o u p s  t h e  h i g h e r  t h e  l e v e l  o f  s a t i s f a c t i o n  a n d  
c e r t a i n t y .
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2 .  T h e  p r i m a r y  a im  o f  t h i s  r e s e a r c h  i s  t o  r e l a t e  c e r t a i n  a s p e c t s  
o f  t h e  w o r k in g  e n v i r o n m e n t  t o  t h e  p r e v a i l i n g  l e v e l  o f  o p e r a t o r  
s a t i s f a c t i o n .
3 .  T o  p r o d u c e  a  t h e o r y  w h ic h  i s  b o t h  e m p i r i c a l l y  t e s t a b l e  a n d  w h ic h  
c a n  h e  o f  u s e  t o  m a n a g e m e n t  a n d  w o r k e r s  i n  p u r s u i t  o f  t h e  a im  
o f  i n c r e a s i n g  o p e r a t o r  s a t i s f a c t i o n .
4 .  T h a t  i t  i s  n o t  c l a i m e d  t h a t  t h e  t h e o r y  w i l l  b e  c o m p le t e  i n  
t h e  s e n s e  t h a t  a l l  t h e  d e t e r m i n a n t s  o f  o p e r a t o r  s a t i s f a c t i o n  
w i l l  b e  s p e c i f i e d .
5 .  T h a t  t h e  f a c t o r s  t h a t  a r e  s e l e c t e d  a r e  d e e m e d  t o  b e  t h e  m o s t  
i m p o r t a n t  o n e s ,  a n d  m o re  m e a s u r a b le  i n  t h e i r  p r e s e n t  s t r u c t u r e  
t h a n  so m e  p r e v i o u s  r e s e a r c h  d e t e r m i n a n t s .
6 . T h e  o p e r a t o r s  s e l e c t e d  w i l l  b e  s e m i s k i l l e d  a s  d e f i n e d  o n  p a g e  3 .
7 .  T h a t  t h i s  r e s e a r c h  w i l l  b e  r e s t r i c t e d  t o  t e n  c o m p a n ie s  
o p e r a t i n g  t h r e e  d i f f e r e n t  t y p e s  o f  f i n a n c i a l  i n c e n t i v e  
s c h e m e s .
8 .  T h r e e  g r o u p s  a r e  i d e n t i f i e d :  m a n a g e m e n t , w o r k  s t u d y  a n d  
o p e r a t i v e s .
9 . T h a t  t h e  d o m a in s  s e l e c t e d  l a r g e l y  r e p r e s e n t  t h e  a u t h o r ' s  
i n d u s t r i a l  e x p e r i e n c e .
1 0 .  T h e  c e n t r a l  a s s u m p t io n  i s  t h a t ,  'W o r k e r s  l i k e  c e r t a i n t y
a n d  d i s l i k e  u n c e r t a i n t y  i n  so m e  a s p e c t s  o f  t h e i r  w o r k in g  
«
e n v i r o n m e n t •
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0
11® B e c a u s e  e f f e c t i v e  c o m m u n ic a t io n  i s  t h o u g h t  t o  b e  i m p o r t a n t  
a n d  c o n t r i b u t e s  t o  s a t i s f a c t i o n  a n d  c e r t a i n t y ,  t h i s  w i l l  
h e  m e a s u r e d  a c r o s s  t h e  t h r e e  g ro u p s ®
The following is a theoretical model illustrating the salient 
features of the theoretical concepts.
D ia g r a m m a t ic  R e p r e s e n t a t i o n  O f  T h e  T h e o y y i
M aC e ,  W eSo0 o ,  0 oU© , 0 o0 o a n d  c o m m u n ic a t io n  a r e  t h e  in d e p e n d e n t  
v a r i a b l e s .  I t  i s  t h e  m e a s u r e  o f  t h e s e  v a r i a b l e s  o p e r a t i n g  t h r o u g h  
t h e  tw o  h y p o t h e t i c a l  c o n s t r u c t s ’,  n a m e ly  t h e  i n t e r v e n i n g  v a r i a b l e s ,  
■ u n c e r t a in t y  i n  t h e  w o r k in g  e n v i r o n m e n t  a n d  o p e r a t o r  u n c e r t a i n t y  
t h a t  w i l l  r e f l e c t  t h e  l e v e l  o f  o p e r a t o r  s a t i s f a c t i o n ®
CHAPTER IV
T Y P E S  O F  P A Y M EN T  AND  
F I N A N C I A L  I N C E N T I V E  S C H EM ES
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C H A P T E R  I V
TYRES OF PAYMENT AND FINANCIAL 
INCENTIVE SCHEMES
F i n a n c i a l  I n c e n t i v e  S c h e m e s  
a n d  P a y m e n t  S t r u c t u r e
I t  w as s t a t e d  i n  t h e  i n t r o d u c t i o n  t h a t  c o m p a n ie s  o p e r a t i n g  
d i f f e r e n t  t y p e s  o f .  f i n a n c i a l  i n c e n t i v e  s c h e m e s  w o u ld  b e  s e l e c t e d  
f o r  t h i s  r e s e a r c h .  I t  i s  e x p e c t e d  t h a t  t h e s e  s c h e m e s  w i l l  f a l l  
i n t o  t h e  f o l l o w i n g  c a t e g o r i e s : -
( 1 )  R e g r e s s i v e  s c h e m e s ;  H a l s e y ;  R o w a n  a n d  B e d a u x  t y p e  
s c h e m e s .  T h e s e  a r e  t e r m e d  r e g r e s s i v e  s c h e m e s  
b e c a u s e  t h e y  p a y  l e s s  t h a n  p r o p o r t i o n a l  t o  e f f o r t .
( 2 )  L i n e a r  s c h e m e s ,  s t r a i g h t  p r o p o r t i o n a l  o r  r e c i p r o c a l  
p a y m e n t  s c h e m e s .  T h e s e  s c h e m e s  p a y  d i r e c t l y  p r o p o r t i o n a l  
t o  e f f o r t .
( 3 )  I t  i s  p r o p o s e d  t o  s e l e c t  o n e  f i r m  o p e r a t i n g  a  s t r a i g h t  
m e a s u r e d  d a y w o r k  s c h e m e . T h i s  p a y s  a  h i g h  d a y r a t e  
f o r  a  m e a s u r e d  o u t p u t  b u t  t h e  r a t e  i s  g u a r a n t e e d  e v e n ' 
i f  t h e  o u t p u t  i s  n o t  r e a c h e d .
(4)  G r a d e d  m e a s u r e d  d a y w o r k  s c h e m e s .  T h e s e  s c h e m e s  t e n d  
t o  p a y  a  h i g h  d a y  r a t e  a t  s t a n d a r d  p e r f o r m a n c e ,  a n d
p l u s  o r  m in u s  p a y  b a n d s  a c c o r d i n g  t o  o p e r a t o r  p e r f o r m a n c e .
T h e s e  s c h e m e s  w i l l  n o w  b e  d i s c u s s e d  a n d  g r a p h i c a l l y  i l l u s t r a t e d .
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I n  1 8 9 0 ?  F  A  H a l s e y  s t a r t e d  a  p re m iu m  p a y  p l a n  a t  t h e  C a n a d ia n  
R a n d  B r i l l  C o m p a n y . A  p o i n t  o f  p r o d u c t i o n  w as t o  b e  s e t  f r o m  t h e  
r e c o r d  o f  p e r f o r m a n c e  d u r i n g  p a s t  m o n t h s .  T h e  t i m e  s a v e d  a b o v e  t h i s  
t a s k  w as t o  b e  s h a r e d  i n  som e a r i t h m e t i c  p r o p o r t i o n  b e t w e e n  t h e  c o m p a n y  
a n d  t h e  m e n . T h e  m e n ’ s  s h a r e  t o  b e  p a i d  a t  t h e  u s u a l  h o u r l y  r a t e .
T h e  t a s k  s e t  w as n a t u r a l l y  l o w  a s  t im e  s t u d y  h a d  n o t  com e  i n t o  u s e .
I f  t h e  m e n  d i d  n o t  m ake  t h e  t a s k  t h e y  w e re  s t i l l  p a i d  t h e i r  r e g u l a r  
t i m e  w a g e s . H a l s e y ’ s  p l a n  u s u a l l y  g a v e  333$ o f  t h e  t i m e  w age a s  a  
b o n u s .
T h i s  p l a n  w as m o d i f i e d  i n  1898 b y  t h e  b r o t h e r s  C a n d  J  W e ir  
o f  G la s g o w .  T h i s ,  c a l l e d  t h e  H a l s e y  W e i r  p l a n ,  g a v e  5 0 $  o f  t h e  
t i m e  s a v e d  t o  t h e  o p e r a t i v e  a n d  50$  t o  m a n a g e m e n t.
R o w a n  P re m iu m  B o m s
I n  18 9 8 , J a m e s  R o w a n  o f  G la s g o w  i n t r o d u c e d  h i s  P re m iu m  P a y- P l a n ,  
a n  e v e n  m o re  r e g r e s s i v e  s c h e m e  t h a n  H a l s e y  W e i r  i n  t h a t  i t  w as  
d e s i g n e d  t o  t a k e  c a r e  o f  l o o s e  t im e  s t a n d a r d s .  H i s  p a y m e n t  w as  
b a s e d  u p o n  t h e  t im e  s a v e d  e x p r e s s e d  a s  a  p e r o e n t a g e  o f  t im e  
a l l o w e d  a n d  p a i d  o n  t i m e  t a k e n .
U n d e r  t h i s  s c h e m e  t h e  o p e r a t i v e  c a n  n e v e r  a c h i e v e  d o u b le  
t i m e  b o n u s ,  a s  c a n  b e  s e e n  f r o m  t h e  g r a p h ,  t h e  g r e a t e r  e f f o r t  t h e  
o p e r a t i v e  m a k e s  b e y o n d  a  t i m e  a n d  a  h a l f  e f f o r t  ( 150$ ) ,  t h e  l e s s  
h e  r e c e i v e s ,  i n  b o n u s .
H alsey Premium Bonus
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Bedaux Point Premium System
C h a r l e s  B e d a u x  o f  t h e  U n i t e d  S t a t e s  f i r s t  a p p l i e d  t h i s  p l a n  
i n  19 1 9 » T h e  s a v i n g s  i n  t im e  s h a r e d  75$  t o  t h e  e m p lo y e e s  a n d  25$  
t o  s u p e r v i s i o n .  T im e  s t u d y  w a s  u s e d  t o  e s t a b l i s h  t im e  s t a n d a r d s  
a n d  i s s u e d  a s  a  n u m b e r  o f  B e d a u x  ( B )  u n i t s  f o r  t h e  ta s k ®  H i s  
p l a n ,  r e a l l y  p a r t  o f  a n  o v e r a l l  M a n a g e m e n t  C o n t r o l  S y s te m , w as  
c o m p le x ,  a n d  i n t r o d u c e d  i n  G r e a t  B r i t a i n  s o o n  a f t e r  t h e  g e n e r a l  
s t r i k e  a n d  f a i l e d  i n  m o s t  c o m p a n ie s ®  I n  t h e  1 9 3 0 9s ,  h o w e v e r ,  
i t  was s u c c e s s f u l l y  i n t r o d u c e d  i n  m a n y  c o n c e r n s ®
Straight Proportional Scheme
D e v e lo p e d  i n  t h e  U n i t e d  S t a t e s  i n  1 9 2 1  f r o m  s t r a i g h t  p i e c e  
r a t e .  O r i g i n a l l y  c a l l e d  t h e  S t a n d a r d  H o u r  P l a n  a n d  n o w  e i t h e r  
s t r a i g h t  p r o p o r t i o n a l  o r  r e c i p r o c a l  p a y m e n t  p la n ®  W h e n  i n t r o d u c e d  
i t  p r o v i d e d  a  g u a r a n t e e d  b a s i c  r a t e  a n d  t h e  a v e r a g e  h o r n s  w as 20$  
o n  t h e  b a s i c  w a g e . I t  i s  t h e  t y p e  o f  s c h e m e  m o s t  u sed ®  F o r  m an y  
y e a r s  i n  B r i t a i n  i t  p a i d  33*4$ b o n u s  o n  b a s i c  r a t e  f o r  a  t i m e  a n d  
a  t h i r d  e f f o r t ®  0 0  m in u t e s  w o r k  i n  60 m in u t e s  ( M o t i v a t e d  p a c e )
Now applied in most local authorities and nationalised industries®
M e a s u r e d  D a y w o rk
T h i s  s c h e m e  o f t e n  d e s c r i b e d  i n  B r i t a i n  :a s .  a  ,  n e w  t y p e  o f  
s c h e m e , w as o r i g i n a l l y  i n t r o d u c e d  i n  t h e  U n i t e d  S t a t e s  i n  t h e  e a r l y  
1 9 3 0 ’ s® B a s e d  u p o n  j o b  e v a l u a t i o n  a s  a  b a s i s  f o r  t h e  r a t e  s t r u c t u r e  
a n d  l i n k e d  t o  a  d e f i n e d  m e a s u r e d  o u t p u t ,  i t  w as d e e m e d  so m e w h a t  
h a i* s h  i n  i t s  a p p l i c a t i o n ®  T h e  r e a s o n  f o r  t h i s  a c c o r d i n g  t o
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Professor Lytle is in the pay structure. The base rate was increased 
from l/6 to l/3 to take account of quantity of production, quality 
of production, versatility, dependability etc. It was the composite 
of this that was called the measured day rate®, it was customary to 
review these rates once a month for beginners and onoe every three 
months for others. Lytle called it an ’Arbitrarygrading of intangibles’.
This scheme was modified by many organisations with the 
introduction of sophisticated work study techniques. Reviews were 
held but operatives were guaranteed their basic weekly wage.
Many companies in Britain have transferred from other schemes 
to this latter type.
Graded Measured Daywork
This type of scheme was introduced into Britain by the Phillips 
group in 1958°
Job Evaluation was applied to endeavour to establish the right 
reward and differentials for the various skills. Payment bands were 
used and performance calculated monthly and paid weekly. Employees 
could increase their weekly wage by improving their performance to the 
next band. Their earnings could go up in one month. If, however, they 
did not achieve standard output in one period, they did not drop down 
to the next band at once,, but were allowed three months to recover 
standard based upon an accumulative average.
Example
Below 90 • - 93°9 — £ 4 - 40 hours
-■ 94 97° 9 - £ 2 - 40 hours
Standard Output 98 102 - £30 - 4 0'hours
Above 1 0 2.I 106 «£. • iy 0sg d - 40 hours
+ 1 0 6 .1 - 110 4* £ 4 — 40 hours
Standard output being 100, and suoh that a trained operative 
working at si motivated pace can maintain it without undue fatigue®
A number of organisations in Britain adopted tbis type of 
scheme and many pay a straight proportional payment on the band 
scales®
Yi
’Sx
TIME RATE
Earnings •______—..___
Labour Cost —<»-—
Earnings cn straight piece work with guaranteed time rate ~——
fiO <v'0 CO 30 -CO <00 I'>0 ICO ‘60 £00
OUTPUT
Time Rates
A system of paying labour for the time worked rather than the work 
produced. The time on which payment, is based may be the hour, day, 
week or fixed salary rate® It provides no extra financial incentive, . 
and any gains or losses arising from variations in the workers’ output 
are taken by the employer. Often termed daywork.
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Halsey Premium System
HALSEY 50-50
Earnrngs
Earning cn : :rai°hi pisec work 
wiib ejoron: cd time rate —
A premium "bonus or constant sharing system, with a time rate 
guarantee. A standard time is allowed for the completion of a job< 
If exactly this time is taken the worker receives de time rate, 
thus guaranteeing a minimum wage even if productio i is less than 
standard. If the joh is completed in less than st indard time the 
worker is paid a fixed percentage of the saving in time. The 
percentage varies from 30 to 70 per cent of the tine saved, the 
most usual percentage being 5 0, the remainder of tie percentage 
representing the employer’s share.
Formula for 50-50 Sharing:TwrrftfilfrmiTflwa iiimn m■ miijHb im
Time rate x'Time taken + -§• (time saved x time rale)
Assume i
Earnings would be;
Time rate = 50 p per hour 
Time allowed = 50 hours )
Time taken = 44 hours. ) Time saved " 6 hours 
50 p X  44 hrs + -J- (6 hours x 5 Ip)
= 2,200p +• 1 5 0p
~ £2 3*5 0, as 47 hours pay for 44 hours work*
Labour cost falls sharply as output increases up to standard -
i.e. it is the same as piece work with guaranteed time rate. For output 
over standard, labour cost per unit continues to fall at a reducing 
rate.
Advantages
(1) Guaranteed wage with increased pay for saving in time.
(2) It is simple to understand.
(3) The employer has the benefit of the savings for the 
proportion of time saved, thus stimulating him to provide 
the best equipment and method.
Pi s advant age s
(1) Incentive is not so strong as with piece work and is not 
recommended for high task. In fact, the harder the operative
works, the less he gets per piece.
(2) Does not give the employer full protection against bad 
rate-setting. Manipulation of time by workers when jobs are 
being assessed needs careful watching.
(3) Employees often object to sharing savings.
Effect on Labour Cost
ROWAN
Earnings ---
Labour C o s t —  -------- -------------
Earnings oi straight piece work with' guarcr.te-ju time rate.........
: SO 40 GO HO /CO ■ /SO /VO /GO /dO ZOO 
OUTPUT
Rowan System
A well-known example of the sharing, or premium bonus, plan® It 
was introduced, in Glasgow in I898 by James Rowan. It is similar to the 
Halsey ^.stem in that a standard time is allowed for the completion of 
a .joh, and bonus is paid for time saved. It differs in the calculation, 
of the bonus award. This is a percentage of the time rate -$t£ual to 
the proportion of time saved to standard time.
Fbrimlag
(a) Time wages + percentage of hours saved^ x time wages
r-, \ m . J . time taken x time saved(b; Time taken + ”“*■***y y x time rate per hourv J time allowed ■ *
Assumes
Time rate = 50p per hour 
Time Allowed = 50 hours,) Time saved =»
Time Taken = 44 hours ) 6 hours = 12$ ' 
Earnings would bes 22Q0p + (12$ x 2200p) = 2200p + 264p
= £.24a 64p
Purposes
To provide an incentive scheme which would at the same time give 
protection to the employer against arbitrary or loose rate-setting.
This system gives a better payment than the Halsey 50-50 until the
time saved is 50 per cent of time allowed. After this point the 
earning rate declines and give® a smaller return than the Halsey.
The worker can never double his earnings.
Effect on Labour Costg
Labour cost decreases as production increases up to task 
level* After that, cost decreases at a much reduced rate*
(1) It protects the employer against loose rate-setting.
(2) It is a good system for slow workers and learners.
(3) It enables the employer to share in the benefit of increased
output and encourages him to increase working facilities.
Disadvant ages gtasEjgfcaaatsaamm.'ar udrzrnmmn mam -
(1) Sharing systems are not popular.
(2) It provides too easy an excuse for loose rate-fixing.
(3) It is more complex than the Halsey system.
(4) Its incentive value is reduced at high production levels.
(5) It is generally more expensive than the Halsey system.
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Be.daux Point Premium System
A premium bonus system which uses the minute as the time unit. 
Standard time is determined by work study. Each mi.mte of allowed time 
is called the Bedaux point, or B, thus making 60 units of required 
work in an hour. Eaoh job has a standard number of points.
Formula; ,
Workers receive hourly or daily rate plus a bonus of 75 per 
cent (the original Bedaux system) of the number of points saved, 
multiplied by one-sixtieth of the hourly rate. Assumes
i
Standard number of points for job. 48O
Actual number of points earned 540
Rate of pay 50p per hour
Bonus will be
100 60 -  37lh>
For eight hours work total wage « 40p + 37§p =. £4.37jp
- 8 4 -
P urposes
To provide one common measure of both humosi effort and time, to 
recognise and allow for rest and delay factors in that measure, 
and to reward workers who exceed required production.
Effect on Earnings:nwnwrwn rm t * —a wilWii n>
Earnings increase directly with production although at not 
such a high rate as under straight piece work or the 100 per cent 
Bedaux system.
Effect on Labour Cost:
Labour cost falls, but at a decreasing rate after standard has 
been reached.
Advantages:■’tnrimyi-r TiiVm~Tnni
(1) Timing of operations is carried to such a degree that the 
Bedaux system can be made into an effective production 
control system.
(2) The common denominator, the B, permits great flexibility 
and can be used for planning and controlling machine 
times and capacities and for standard cost work.
(1) The enormous amount of clerical work required, probably
more than under any other system. The control that this
system can effect, as mentioned above, helps to offset 
this expense.
(2) It tempts workers to hurry jobs.
(3) The system under this name tends to arouse hostility on 
the part of operators.
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Tliis graph also represents the straight proportional financial 
incentive scheme. This is based upon a standard time for a task and 
the vertical ordinate would represent efficiency wage payment.
That is, earnings would be directly proportional to output 
in percentage.
Formulas
Standard time achieved 100Time ' x T “ “ Percentage Efficiency
Although this research specifically relates to certainty and 
job satisfaction, replies from organisations operating different 
financial incentive schemes, may be significantly different in 
relation to the type of scheme. This will he discussed in the 
analysis. Much of course depends on the size of each sample.
To assist the reader in a fuller understanding of Financial 
Incentives Marriots Summarised factors are shown in Appendix I®
CHAPTER V 
QUESTIONNAIRE CONSTRUCTION
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Moser
Moser and Kalton (i97l) state that discussion on the 
questionnaire must begin at the start of the planning stages and 
not end until pilot surveys are complete. They further state 
that it is largely a matter of art rather than a science, and 
that knowledge of the survey population and subject matter, 
common sense, past experience and pilot work are the surveyor’s main 
tasks.
The initial design of the questions used in this research 
were based upon the authors industrial experience. What? he 
asked himself}were the most important factors relating to my 
working environment within a financial incentive scheme, and what 
influenced my satisfaction and certainty? Further to these observations, 
would the final selected determinants represent the feelings of the 
population concerned? It was recognised that the questions should 
be readily understood by the respondents, and therefore they have 
been couched in terms that specifically relate to the industrial 
manufacturing environment. It was only to be expected that many of the 
questions coincided with those posed by previous researchers and 
therefore reinforced the need for their selection.
Pilot Survey
A pilot study was made of twelve shop stewards at the General and 
Municipal Workers Union, Woodstock, where the author was teaching. At 
this stage of the analysis the questions
CHAPTER V
QUESTIONNAIRE CONSTRUCTION
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were examined with the shop stewards to see whether the predictions 
made on their face validity was generally accepted. A few alterations 
were made and a further pilot study was conducted with ten shop 
stewards of the Northern Regional Gas Board attending a course at 
the same college a week later. Management and work study questionnaires 
were designed with similar questions to those of the operative 
questionnaires.
Further Pilot Study
It was decided at this stage to use a specific category scale 
with scores of OsIs2 and 3 in order to correlate questions with 
questions. The type of scale ohosen will he discussed further 
in the chapter on measurement.
Two companies were then approached, and after consultation 
and agreement with the respective works committees further studies 
were made. One company was concerned mainly with sheet metal work 
and used a regressive scheme and the second company was an 
electronics firm using a straight proportional scheme.
The results were analysed and the operatives replies indicated 
that the differing correlations that had emerged suggested that 
further research might he rewarding. The number of operatives 
from the two firms was 55® Distribution next page.
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In the absence of any external criteria the final questions 
had to be chosen on the basis of their face validity, and the pilot 
studies. The final format emerged.
Q U E S T I O N N A I R E
To preserve individual independence and allow people to feel 
free to answer truthfully and without restriction, NO NAME, NUMBER, 
or any other means of identification is required on this questionnaire.
0 : 1 : 2 ,  etc., indicates that this form is designed for 
operatives, and the 1 and 2 etc., are sheet numbers.
I should be grateful if you would complete this form entirely 
on your own. When completed please place the form in the envelope 
provided, seal firmly, and hand in for my collection.
The completed forms will only be seen by myself, and used for 
the purpose of research into financial incentive schemes.
Thank you for your help.
Je0« Thomson
Would you please answer the following questions by placing a 
tick in the appropriate box:
This is only an example to assist you. and will not be included 
in the research.
Question; How good are you at time keeping?
Answer; I am seldom late
I am occasionally late 
I am often late 
I am very often late
If you feel that you are only late occasionally you would tick the
second answer so Other questions answer Yes or No.
We will now proceed with the questions.
Please answer these questions in correct sequence. That is
No. 1—2-3~4~*5? etc., and please do not alter any of your decisions.
-  -  —  0O0 -------—
Only the operative questionnaires will he discussed. The Management 
and Work Study Questionnaires have identical questions.
See Appendices 13^  XEI and If.
Operator Understanding
Question 1; How much do you know about the type of
financial incentive scheme applied to you?
Answers; I know a lot about the financial incentive scheme
I know a fair amount about the financial 
incentive scheme
I know a little about the financial 
incentive scheme
I know nothing about the financial incentive 
scheme
□ 
□ 
□ 
□
Question 2; To what degree can you calculate your 
earnings at any period of time in 
relation to horns?
Answer; I can calculate my bonus at any period 
of time
I oan calculate my bonus most of the 
time
I can calculate my bonus at limited 
periods of time
I find it difficult to calculate 
my boms at any time
Do you understand the recognised formula 
for calculating your boms?
I fully understand the formula
I have a good idea of the formula
I have a limited knowledge of the 
formula
I do not understand the formula
□
□
□
These questions refer specifically to the incentive scheme. It 
was thought useful to ascertain in this research the level to which 
understanding contributed to certainty and satisfaction. Also to 
examine if the research previously conducted in this area was refuted 
or corroborated. As previously stated in the introduction much 
depends upon the type of scheme, although many operators appear to 
surmount this obstacle by a rule of thumb method.
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Question 4?
Answers;
Do you understand the function of the parts 
or processes you work upon?
I fully understand the function
I have a reasonable knowledge of the 
function
I have a limited knowledge of the 
function
I have no real knowledge of the 
function
Answers;
Do you fully understand how a time standard 
is measured for your own work?
I fully understand 
I have a reasonable understanding 
I have a limited understanding 
I have no understanding
□
□
Question 4 was designed to reveal the extent to which the operatives 
had been inculcated with pertinent information about the components, 
products and processes the firm produced. This information i& thought 
to influence satisfaction.
Question 5 should indicate the operatives understanding of this 
important aspect of work study application. How much has been 
explained to the operatives in order to allay fears and gain 
co-operation? The author has known operatives to compare standards, 
and in the discovery of unnecessary anomalies become extremely 
frustrated. Uncertainty and dissatisfaction iri.ll prevail thus 
reflecting a lack of respect for the work study personnel.
Operator Satisfaction
Question 6: To what extent are you satisfied with your
management’s policies?
Answers; I am highly satisfied with management’s
Policies
I obtain a medium degree of satisfaction 
from management’s policies
I obtain a limited degree of satisfaction 
from management’s policies
I have no satisfaction from management’s 
policies
State the degree of satisfaction you obtain from the following in 
your own working situation.
Tick the appropriate box.
Question 7% The Company Policies
HIGH MEDIUM NIL
Question 6 concerns operatives identification of management in 
general and Question 7 the company in particular® To some degree 
the manner in which the operatives are thought to judge these 
aspects, will to some extent reflect a culmination of feelings® 
Therefore reflecting the way in which the company alloxvs the 
management to project policies which are either favourable or 
unfavourable to the operatives® Rules and regulations unfairly 
applied will he resented and management will be viewed with 
disapproval®
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Question 8; Your working conditions
LOW
Question 9 s Your immediate supervision 
HIGH ML
Question lOg Your security
HIGH MEDIUM LOW NIL
These questions are considered fundamental to satisfaction and 
certainty, recognised by most operatives and although selected for faoe 
validity, have been recognised as important contributors by many 
previous researchers. (See chapter on theory)
Working Conditions
Working conditions in many respects reflect the policies and 
attitudes of the organisation® The author reoails an interesting 
occurrence at one of the Joseph Lucas Companies CAV Ltd at Aoton.
A deputation of operatives from the Press Shop approached the 
Industrial Engineering Manager and complained about the work study 
practitioner® They stated that he was issuing tight time standards 
and unless he was removed, they would embark on a sit-down strike* 
The manager sent for the work study practitioner and raised the 
issue of dispute® The practitioner categorically denied that the 
standards were tight, and asked to he allowed to conduct an 
experiment. His hobby was decorating, and he said he was appalled
at the conditions in the press shop, could something be done about 
this? - he would design a colour system and draw up a schedule, and 
arrange for a complete decoration programme. General Management 
gave the practitioner carte-blanche. A team of painters arrived 
Friday evening and worked throughout the week-end. The machines 
were cleaned and painted two-tone green, danger areas red, the 
floor was painted with dark green screed and white lines denoting 
gangways. Walls were painted and personal lookers replaced.
After two months the manager spoke to the shop steward in the 
press shop. How he asked were they ooping with the tight time 
standards? The shop steward replied, -what tight time standards?
We have none and what is more important the work study practitioner 
is the best we have experienced.
When the manager asked the work study practitioner whether 
he had eased the standards, he replied 9nov and the operatives had 
not only increased output but, were changing into clean overalls 
twice a week, and had placed Obsolete mouldings around the shop 
to serve as ashtrays.
Question 9? Immediate Supervisioni inn     ms tii-t-- - v 1 a >
This level of supervision has:1- a closer relationship with 
the operatives and -are often in an unenviable situation, involved 
in pressures from higher management and the operatives. They are 
judged by the operatives, against the manner in which they interpret 
policies, issue work and deal with grievances. If they are seen to 
be fair and impartial they are invariably respected.
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Ranked first by many researchers, this variable therefore has 
a considerable influence upon certainty and satisfaction.
Question 10; Security
Work Study Control
Question 11s 
Answers;
How many loose time standards do you have?
I have quite a number of loose time 
standards
I have some loose time standards
I have very few loose time 
standards
I have no loose time standards
□
□
□
To some extent this is a test question. It might well be 
said that no operator x*ould reveal the presence of loose time 
standards. Only the analysis of data collection will reveal 
the facts, all questions in this factor are designed to reveal 
work study’s application, and are therefore oriented towards 
this objective.
Question 12;
Answers;
How vrell do you consider the financial 
incentive scheme works?
I consider it works extremely well
I consider it works very well
I consider it works fairly well
I do not consider it works well
□
□
□
□
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This question should really reflect many facets® Whether 
their time standards are seen to be fair, the method study 
reasonably applied,the controls realistic, and the earnings 
compatible with the operators concept of such®
Question 13 s How quickly are work queries dealt with?
Answers; They are dealt with at oncedaffy °
They are dealt with quite soon
There are some delays when dealing 
with queries
There are many queries that take 
a lot of time
In the author’s experience this question is of prime importance® 
If operatives are held up on a job because someone has failed to 
understand the necessity of dealing with queries promptly and . 
effectively, they become extremely frustrated, uncertain and 
dissatisfied® Queries invariably anise from some occurence beyond 
the operators controls for example, the wrong material issued, 
quality inadequately defined, the method in dispute, an incorrect 
time standard, a machine break down and others®
Are the time standards in your department 
based upon;
A comprehensive method study 
Reasonable method study 
A partial method study 
No method study
Question Ids
Answers;
□
□
□
□
 
□
□
□
□
Method study not only reduces the overall time for an operation 
hut also reduces fatigue, recommends improved tools and equipment and 
invariably improves the image of work study application.
Answers;
How much support does Work Study/Estimating 
receive from management in general for their 
techniques?
A large amount
A reasonable amount
A limited amount
Hardly any
□
□
It was considered worth while introducing this question, because 
in many organisations work study appears to be blamed for many 
operator complaints and receive little support from their management. 
If in the view of the operatives they appear to receive support, and 
they are seen to be fair, in their application of techniques it oould 
reflect increased operator satisfaction and certainty.
Operator Control 
Question 16? 
Answers;
Hovr accurate are you in booking waiting time?
I am extremely accurate in booking 
waiting time
I am reasonably accurate in booking 
waiting time
I am sometimes inaccurate in booking 
waiting time
I am often inaccurate in booking 
waiting time
CD
□
□
□
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Question 17:
Answers:
How accurate. are you in booking off one job and 
on to another?
I  am extremely accurate in booking 
I  am reasonably accurate' in booking 
I  am not very accurate in booking 
I  am not at all accurate in booking
□
□
□
These are the areas commonly termed restrictive practices and 
although answers., could be biased in that operators might not wish 
to reveal that they had been fiddling the booking of works nevertheless 
it was decided to ask these questions.
Question 18:
Answers:
How often do you find it necessary to overbook 
on some jobs, and underbook bn others?
I offeen find it necessary, to balance 
my work
I occasionally have to do it 
I veiy rarely have to do it 
I never find it necessary
□
□
□
This question although similar to 16 and 17, is phrased to 
indicate some excuse for overbooking and underbooking. The scores 
from these questions should only be high if there is effective 
management and work study controls. If however management and 
work study controls are ineffective and low, then these scores 
will be low reflecting operators manipulation of the system.
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Question 19? How much do you co-operate with the Work Study
or Estimating Department?
'Answers; I co-operate fully
y 11 mmmmI co-operate reasonably j
I give a limited co-operation 
I do not co-operate □
Question 19 - if operatives think controls are weak, they will 
invariably be resistant to work study especially if considerable 
anomalies exist in the time standards. They may also adopt the same 
policy if areas of management controls are seen to be weak.
Question 20: Do you consider it necessary to put the same
effort into an unmeasured job as one that has 
a time standard?
Answers: I consider you should put the same
effort
I consider you should put in a 
reasonable effort
I consider you should put in far 
less effort
I consider you should put in 
considerably less effort
□
□
□
□
lestion 20 - When operatives are working within a financial 
incentive scheme, there is often a temptation to reduce their effort 
and performance on a job that has no time standard. It depends what 
the operators are paid for an unmeasured job.
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In some companies average bonus is paid and there then is 
an inclination by some operatives to overbook on the unmeasured 
job to inflate their earnings on the measured -work®
Management Control
Question 21: How well do supervision control the booking
of work?
.Answers; Supervision control booking of work .
veiy well indeed
Supervision control is reasonable
Supervision control the hooking to 
a limited degree
Supervision seem.to have no control 
on the hooking of work
Operatives are asked to identify management’s ability to control 
the above function. Even if operatives wish to fiddle the booking of 
work and.' are prevented from so doing, they tend to have a grudging 
respect for effective supervision control. It is of course an 
extremely difficult function to control. If supervision are up to 
date on the manufacturing schedule and are maintaining regular 
contact with the production programme and the operatives, they are 
invariably controlling the booking of work.
□ 
□
□
 
□
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Question 22: How effective do you consider, the department
you are associated with?
Answers; I consider it to be highly effective • □
I consider it to be very effective □
I consider it to be fairly effective □
I consider it has little effectiveness □
When operatives are asked this type of question, it is expected
that they will subconsciously relate to a number of factors in order 
to arrive at their decision. More particularly that they will 
consider the department to be as effective as the controls.
Question 23: How well is the work scheduled and allocated
to operatives?
Answers:• It is scheduled and allocated
extremely well
It is scheduled and allocated 
quite well
It is scheduled and allocated 
moderately well
It is scheduled and allocated 
badly
□m m 4
□
□
□
This factor of management control is not only vital to the 
operatives sense and identification of effectiveness and fair 
mindedness, but also their dignity. Intermittent supply of work, 
uncertainty of earning bonus results in a complete lack of respect 
for management and general dissatisfaction.
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Question 24? How well is scrap and rectification 
controlled?
Answers: Scrap and rectification is controlled 
very effectively □
□
□
□
There is reasonable control of scrap 
and rectification
There is not a lot of control over 
Sorap and rectification
There is no control of scrap and 
rectification
This aspect of control is deemed to be an important determinant
of cebtainty and satisfaction. |t
If the operators are considered trained and experienced then' 
their contribution to scrap and work that needs rectifying is often 
minimal. There are occasions when a job is scrapped or needs 
rectifying through no fault of the operatives, although they 
often are blamed. Difficult standards and tolerances that are 
too tight to work to., inspectiorfe subjective, judgement, faulty 
work from other areas to name a few contributions.
This question has part affiliation with question 24, except that 
inspection are often viewed as searching for work to reject. In some 
organisations the inspectors are most helpful and will often use their 
initiative and pass work that is marginal. They have also been known 
to advise operators on how to avoid making sorap or rejects.
Question 25: How effective are inspectors in contributing
to productivity?
. Answers:
They do not contribute
They are extremely effective
They are reasonably effective 
They contribute slightly
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Also included at the end of this chapter are six questions on 
background information, age, sex, length of service, married or 
single and male or female. In addition to allow a comparison to 
be made a question is included asking how the present company 
compares with any previous one.
Further it was decided to design a questionnaire appealing to 
operators, and specific questionnaires to the Personnel Manager 
and the Company Accountant. These accompany this chapter.
In summarising this chapter on questionnaire design a further 
quotation from Moser et al is thought to he applicable:
*If different forms of questions were tried out 
experimentally or in pilot surveys, the comparison 
of their success - however judged - would he a solid 
basis for choice. The difficulties in all this are 
obvious, which is why surveyors continue to rely 
heavily on common sense and hunches. *
This survey is no exception except to add, that the author was 
guided considerably by his own experience and that of other researchers.
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Question 26s Would you please indicate how long you have worked 
for this company?
Answers,;. Less than two years 
Two to five years 
Five to ten years 
Over ten years
□
□
□
□
Question 27: Would you please tick your appropriate age bracket? 
Answers: Under twenty years of age P*
Twenty to thirty years of age 
Thirty to forty years of age 
Over forty years of age
C
□
Question 28s How long have you been doing your present job in 
this company?
Answers; „ ' :— Less than two years
Two to five years
Five to ten years
Over ten years
Question 29: If you have woiked for another company, how does 
your present company compare?
Answerss My present company is muoh better
My present company is slightly better
My present company is- about the same
. My present compary is not as good
Please tiok the appropriate box at to whether you ares
□
□
□
□
□
□
rj MARRIED 
JL
SINGLE MALE FEMALE
Would you please use this space for any further 
contributions or comments? PLEASE PRINT#
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To The Personnel Manager
To assist me in my research into your company I enclose 
A copy of the three questionnaires, that is:
Operatives — 0 
Work Study - WS 
Management - M-
Also my requests:
Would you please provide the following information:-
1. A copy of the Financial Incentive scheme operating 
in the department concerned for this research.
2. Any agreement affecting the Financial Incentive 
scheme.
3* The labour turnover figures in this department 
over the last twelve months.
4« Summaries of any grievances or disputes in this 
department over the last twelve months.,
• Many thanks. • •
Jack Thomson
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To The Company Accountant
To complete my research in your company, I should be 
extremely grateful if you would supply the following information
Departmental total hours worked each week.of 
the most reoent eight weeks.
Departmental total hours earned eaoh week 
over eight weeks.
Departmental total ineffective and nonproductive 
time each week over eight weeks.
Many thanks,
Jack Thomson
UNIVERSITY OF SURREY ■
Guildford, Surrey Telephone Guildford ?128l
Department of Humanities and Social Sciences
WILL YOU PLEASE HELP ME? 
by completing this questionnaire.
I am trying to find out the real facts about operatives:- 
Understanding — Controls - and Satisfaction, within a financial 
incentive shceme. To complete the picture, I also want to know 
what management and work study or estimating know about operatives 
understanding, controls and satisfaction.
Finally, I want to. know what you think about management controls 
and work study/estimating application and control.
I have worked for over twenty years in industry, a number of 
these were spent on the shop floor where I and my fellow employees 
were participants in a financial incentive scheme. I should be 
extremely grateful if you would assist me in this research.
Management, Work Study/Estimating and Operatives questions are 
similar and I think, you will understand when I say that I . could have 
three different answers to the same-.question from the three groups.
Operatives could say 'I know a little about the incentive scheme.*
Management could say 'They know a lot about the incentive scheme. *
Work Study oould say 'They know a fair amount about the incentive
scheme;'
If the results of research into a number of firms reveal a 
similar pattern, it might be possible to design into a finahcial 
incentive scheme some factors which will greatly assist more 
allround satisfaction with the scheme.
You will have helped# .
These questionnaires are completely confidential and are designed 
so that no identity is revealed about who filled them in and the 
information will only be used for my research into incentives.
' -  ,1 0 9
Thank you for your co-operation.
Jack Owen Thomson
CHAPTER VI 
SELECTION OF FIRMS
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CHAPTER VI'
SELECTION OF FIRMS
It has already been stated in the introduction that ten firms 
would be selected, arid that it was hoped to obtain firms operating 
different types of schemes in order to obtain a broad sample.
Four companies that were known to the author were approached locally 
and six companies through the General and Municipal Workers Union 
where the author was also known. The G*M*W.U* were most helpful, 
the author had taught oh a number of trade union courses over a 
period of eight years and the companies obtained through the union 
were those that had sent shop stewards on these courses.
Companies Operating Regressive Schemes 
G»A»
This is an old established concern situated in the north east 
employing a total of 2,000 personnel. The company manufactures 
a wide variety of seals which are fitted to components also 
made by the company. The union representation was’mainly G.M.W.U. 
and AJTVE.W* Entry to the firm was conducted through an area 
officer of .the G#M®W.U. and the industrial relations manager of 
the organisation. The company operates^ a regressive type of 
financial incentive scheme, wherein bonus is paid on a separate 
low bonus rate. Appendix V for company agreement.
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This company is situated in the mid-east employing a work 
foroe of 1,300 employed in the manufacture of goods and 
appliances for the home. The union representation was mainly 
ard A«U»E*W* Entry to the firm was conducted 
through an area officer at the G.M.W.Uo, the union convenor 
and the personnel manager® The company operates a straight 
proportional type of financial incentive scheme hut becomes 
regressive as a low ceiling is placed upon earnings*
Appendix VI for company agreement*
S»E»L»
This is a relatively small firm manufacturing a variety of 
electronic instruments* It is part of a large organisation that 
purchased it a number of years previously. Because it makes a 
reasonable profit and employs its own particular expertise it is 
somewhat autonomous and uses its own systems and controls, directed 
and managed by the two originators and inventors. Like a number 
of companies that commenced in a relatively small way it has 
many built-in anomalies, not the least a number of outmoded and 
complicated financial incentive schemes. The department selected 
was small and involved only seven operators. The financial 
incentive applied was a type of Rowan (regressive), and although 
it was realised the results would have little significance it was 
felt that they might well indicate a particular trend. There was
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no union representation and management arranged for the research 
to be conducted. Incentive scheme agreement; (Appendix VII).
Companies Operating Straight Proportional Schemes 
S.M.
Specialised domestic and commercial appliances were 
manufactured by this company, which was of medium size, part 
of a large group and employing 2 ,0 0 0  work force. It was 
particularly well organised, using fairly sophisticated 
techniques. Computerised costing, wages, sales and production 
control existed besides a well organised work study department.. 
The predominant Trade Union was the A.U.E.W. and the shop stewards 
were mostly of the militant type. This of course had the 
associated drawbacks, that is there were often local disputes 
and grievances. Despite this, however, the joint' convenors were 
sympathetic towards this research. The result was that the works 
committee promised co-operation. The type of financial incentive 
scheme in use was straight proportional. Standard times were 
compiled' and issued by the work study department, and there was 
fairly comprehensive method study applied.
No incentive written agreement was available.
H.A.
This company manufactures domestic and office equipment.
It employs approximately 450 direct work force, has recently 
instituted work study techniques, revised the time standards
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from the old type rate fixing to the Bedaux 60/80 system of 
time allowed per task. A straight proportional financial 
incentive scheme is applied throughout. The predominant trade 
union representation is by the T*G*W«tT. Entry to the firm 
was through the Production Director.
No written incentive agreement was available .
B»S.
This company employs 1,800 direct operatives, mostly 
female, and manufactures radio and sound recording equipment. 
Situated in the Midlands it is part of a group, and a 
considerable amount of the output is exported. The union 
representation is largely G.M.W.U. and entry was through 
the area union offices and the works manager. The company 
operates a straight proportional financial incentive scheme.
No agreement for the scheme exists.
AoE.
This company situated in the Northeast employs 491 direct 
operators, and manufactures domestic heating appliances* It 
is a member of a large group, and is somewhat autonomous both 
in structure and finance® The predominant union is the 
G.M.We Ua Entry to the firm was made through the area trade 
union officer, the personnel manager and the works committee.
A straight proportional financial incentive scheme operates.
Appendix VIII for company agreement.
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Companies
P.
This company is part of a very large organisation, is • '
situated between Portsmouth and Southampton, and manufactures 
electronic components. It employs 1,200 direct operators and 
the T.G.W.U. predominates. Entry to the organisation was 
through management and the trade union convenor. The company 
had moved from operating a straight proportional financial 
incentive scheme to the above, which had been in operation 
for about two years. Company agreement Appendix IX.
A* R.
Highly specialised electronic equipment was manufactured by 
this organisation* Although of medium size, 300 direct operators, 
it was a member of a large specialised group. Originally the 
financial incentive used was straight/jpr6portional, and in 1968 
measured day work was introduced. This innovation was quite 
extraordinary, because incentive schemes are generally the prerogative 
of work study advice and application. However, in this case, the 
Finance Director attended a one-day seminar by the Industrial 
Society in June 1967 on measured day work and was so impressed 
with the scheme he decided to introduce it. While the increase 
in output has not been large, it appears to satisfy the company 
that the transition has been worthwhile. Entry to the firm
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was through management. Whilst operatives are members of a ' 
Trade Union (Transport and General Workers) they are not 
particularly active, which might well reflect- satisfaction#
Copy of incentive agreement, (Appendix X).
A Company Operating Measured Daywork•
D.
This company is situated in the north east and employs 
350 operators in rubber component manufacture. The work is 
measured and the operators have a target to work to.. They 
are paid a flat basic pay for 44 hours work. The predominant 
union is the G.M.W.U. and entry to the organisation was made 
through the area union officer and the personnel manager.
No agreement of the Scheme exists.
The above companies were , not chosen at random but 
selected, mainly for expediency, as in four companies the 
author had ah association with the management and the 
remaining six an association with the shop stewards through 
the G.MeW.ITe There appeared to be enough difference in response 
to justify both types of approach.
CHAPTER VII
METHOD AND MEASUREMEM1
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' chapter VII 
MEEEgQD -AND MHASUREMENT
The problems of testing'the stated predictions will iiow 
be considered. It will be remembered that three groups of respondents 
are being considered that.iss—
Management 
Work Study 
and Operatives 
and that the prime group are the operatives in that it is their 
perception of the variables that is important. These variables 
beings ■ .
Operator Understanding 0*U.
. Operator Satisfaction O.S.
Work. Study* Control W*S«C*
Operator Control 0»0#
Management Control M»C*
The following points should be noted:-
1, The operators will be semi skilled,
2, The companies selected will be grouped' into those using
differing financial incentive systems,
3, A sample of operators in an assembly type department together 
with their associated managers and work study practitioners 
will be measured on the above variables,
4» The management referred to is middle and low level management, 
that is departmental managers, foreman and supervisors.
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5. The perception of the three groups will be used to measure 
the level of communication that exists between the groups.
60 The different types of financial incentive schemes will
not be. considered to be conclusive in terms of the results 
because of the interactions of the schemes with the types 
of firms.
7. Productive effectiveness will be analysed for each group 
and related to satisfaction/dissatisfaction results.
8. Background data, that.is age, sex, length of service, married 
or single will be correlated with the results to examine 
their significance.
9. Labour turnover will be used as a behavioural variable; 
and examined as a measure of satisfaction.
It was felt that the appropriate measurement iri the first 
instance should be an analysis of variance. This would be designed 
to measure the significance of the.five factors, the five questions 
within each factor, the groups of firms and the interaction between ' 
firms and factors. Finally the level of response would indicate 
whether the questions had been answered at random or were meaningful.
The next stage of measurement is to examine the results in 
relation to the stated predictions. Restating that operator 
satisfaction 0 8So is the dependent variable and-that:
Operator Understanding O.U.
Work Study Control W..S.C*
Operator Control O.C.
. and Management Control M*C. .
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are the independent variables and that they all contain five 
questions: will suffice to indicate that these latter independent 
variables will be'measured in order to ascertain the level of 
contribution to O.S. A correlation matrix will therefore be 
established to measure each question within each factor and their- 
level of correlations with 0,S. In view of the fact that the 
firms have been grouped into:
Regressive financial incentives 
Straight proportional financial incentives 
Graded Measured Day work 
Measured Day work
The correlation matrix will be used to examine the significance 
of the replies of the operators within each group. This will be 
followed by a matrix of all the operators. If the stated predictions 
are significant then management control will be expected to 
correlate with operator satisfaction, followed by work study control 
the level at which the correlations contribute will depend upon 
the degree of satisfaction, that is high satisfaction - high 
management control. Operator control should only correlate with 
satisfaction if the level of management and work study control is 
low.
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CORRELATION MATRIX
OU OS WSC . OC MC.
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A further analysis will be made of the relationship between 
the dependent variable OS and the independent variables, QU, WSO,
00 and MO, using a multiple regression elimination programme, 
wherein the sum of the means of the replies to the five questions 
with each variable will be measured against the sum of the means 
of OS. This technique analyses the degree of explanation of each 
variable with OS, gradually eliminating all those in turn until 
ending with the variable that explains OS most. Also in this 
analysis it will be useful to examine the correlation matrix 
of the five variables in order to ascertain the relationship eaoh 
with each other and O.S.
Productive Effectiveness
Job performance or productive effectiveness has already 
been outlined and discussed on page,6 4. It will however be 
reiterated that the overall departmental effectiveness will be 
measured, thus reflecting the degree of management and work study 
control that exists. Measuring operator effectiveness only would 
not reveal this ass
Amount of work produced x standard time 
Operator effectiveness = for that work
Total hours worked — ineffective and 
non productive time
x  100
the actual measurement of effectiveness will be departmental that is
Standard hours achieved -.qq 
Total hours worked x
The more the ineffective and non productive time that exists, (being
embodied in the total hours worked), the lower will be the overall
departmental effectiveness or efficiency.
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Explanation of Analysis of Variance Printouts 
Models Y = A + B + C + AC + E 
where
A = 'Factors' (i.e* OU, OS, WSC, OG and MO)
B = 5 questions (each set nested within one 'factor’) 
C = Firms
AC = Interaction between firms and 'factors*
E = Error
Analysis of Variance Table
Source of 
Variation 1
Sum of 
Squares df
Variance
(SS/df)
1 A
i B
0
AC
Resid. 2R
Total 1 L — —
F - Tests TableHitfwwti IT-1 ifii Wirtnr."i 1*1 rniii>m<M»—
| Residual. ~ — i
------ ■
Source | Sum of | 
I Squares I
Var • 
(ss/df) !
Var ratio 
1
Sig? Var ratio 
2
Sig?
| j
Resid® Sum of squares = sum of squares (all lower order terms + residual)
Resid* df = sura of df (all lower order terms + reaidual)
Var (Term) X. . . Var(Term\
10 1 . T R e s ia . V ^ T ^ ™ )  Eat:L0 2 “  ~ 2 ------
R
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MULTIPLE REGRESSION ANALYSIS AUTO ELIMINATION,r?,- .♦f i  mP* gEa$gffl , sec J£g3»fr^J^ a^CggBC«ng
CORRELATION MATRIX
SUM OF FACTOR MEANS CORRELATED WITH EACH OTHER
Operator peception means summated 
for each factor correlated 
In N sets. For each group of firms 
GA - BD - SEL 
SM - HA - BS - AE '
P - AR
D • .
Regression -Equations
OS = OU x B1 + WSC x B2 + 00 x B^ + 1C 3C B^ + constant 
where B = Coefficient
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As already stated the level of the replies between the three 
groups, that is management, work study and operatives will be 
measured to endeavour to identify whether the three groups are 
significantly iri agreement with eaoh other. Kendalls Tau was 
thought to be appropriate and an example follows.
Kendalls Tau
Colin Robson (1973) describes Kendalls tau as an index or 
measure of the tendency of two rank orders to be similar. It 
deals not with the scores themselves but with the order when they 
have been ranked in size, and it then measures the concordance or 
agreement between these rank orders. It is a correlation coefficient 
technique,•and a descriptive statistic, it simply describes the 
direction and degree of relationship between the variables. As 
it deals with pairs, and there are three groups to measure in this 
research, they will be measured by pairings
Operators x Management
Operators x Work Study
for each group with,different types of schemes.
Communication
Regressive Scheme Group
Mean of each factor replies
OU x 5 questions 
OS x 5 questions 
WSC x $ questions 
OC x 5 questions 
MG x:' 5 questions
Management x Operators Work Study x 
Operators
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Scores obtained for 
five factors x five questions 
and two subjects 
Management x . op erat ors
Management Operators
1
2
3
.4
■5 .
6
7
8
9
10
11
1 2 ;
13
14
15
16
17
18
19
20
21
22
23‘
24
25'
These two sets of scores will then be graphed maximum mean 
score obtainable for each variable = 3«0
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Management
Scores
1 2  3 4
MANAGEMENT V OPERATORS 
EXAMPLE
Soores are plotted from their rank order and numbered 1 - 2 5 *  
All plots are counted above and to the right of each number.
*1
*  2
'• 5 •1 0
And so on until 25
» 1 1
5 6 7 8 9 10 11 12 13 14 15 l6 17 l8 19 20 "21 22 23 24 25 26 27 26 29 30
1 2 3
Operators
Soores
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From graph .
a b o v e a n d t o r i g h t  o f 1 4
a b o v e a n d t o r i g h t  o f 2 3
a b o v e a n d t o r i g h t  o f 3 ' 6
a b o v e a n d t o r i g h t  o f 4 4
a b o v e a n d t o r i g h t  o f 5 6
a b o v e a n d t o r i g h t . o f 6 . 0
a b o v e a n d t o r i g h t  o f 7 . 1
a n d  s o o n t o  25
Total = S*
Calculate N (N - l) -
2'
where N = Number of pairs
Calculate S = 2S+ - N (N - l)
2
-  =
2
Assess significance o f  "Y using t a b l e .
Number of pairs throughout = 25
H (N - l) , 25(25 - 1)
2 2 
600 
2.
= 300 
S = 2S+ - 300
Critical Value Por i = 25 = 0.27
- 127 -
Background Data
The means of the replies to these questions that iss 
Length of time with company®
Length of time with present job®
Age»
Comparison of this company with last one®
Married, single, male or female, 
will be correlated with all questions within OS, in order to 
examine their significance and contribution.
Many previous researchers have indicated that labour turnover 
is an indicator of satisfaction and dissatisfaction. It. is stated 
that where operatives are dissatisfied labour turnover will he 
high. Whilst the author recognises a number of constraints, 
for example much would depend upon the availability of other 
work in the area, it has been decided to obtain this information 
from the participating organisations and is included in the questionnaire 
to personnel management.
It was stated on page 88 that a specific category scale will be 
used® There are four alternative answers to each question and these 
will score 0, 1, 2 and 3, where 3 reflects the most satisfactory 
answer, that is full understanding, full satisfaction and so on. 
Although speoifio category scales invariably use five or seven 
categories, it m s  not felt necessary in this research because the 
questions were fairly specific and the four types of replies 
were considered satisfactory.
CHAPTER VIII 
ANALYSIS OF DETERMINANTS
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ANALYSIS OF DETERMINANTS OF SATISFACTION 
•ANALYSIS OF VARIANCE 
MATRICES '
Analysis Of Results
Analysis of Variance-
A three way analysis of variance was performed on the data, 
(factors, questions and firms:) for the three groups of.firms.
Regressive Schemes Firms SEL, BD and GA,
There was a significant effect of factors;
F = 6.020, df (4 , 40), p = .0 1
and of the questions;
S' = 5.307, df (20,4 0), p = .0 1
and of the firms;
F = 8.063, df (2, 40), p - .01
There was also a significant interaction between firms and
factors; .
F =  2.511, df (8, 4 0), p = .0 5
Straight Proportional Schemes Firms AE, BS, SM and HA. 
There was a significant effect of factors;
F = 9 1*9 3 3, df (4, 60), p = .0 1
and of the questions;
• F = 18.161, df (20,60), p = .01 
and of the firms;
F = 12.962, df (3, 60), p = .01
CHAPTER VIII
There was also a significant interaction between firms and factors 
F = 9.583, df (12,60), p = .01
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Graded Measured Daywork Firms P and AR
There was a significant effect of factors;
F = 19o756? df (4 , 20), p =.01
and' of the firms; . „
F = 37*366, df (l, 20), p =.01
All the other main effects and interactions did not reach
significance® ’
Straight Measured Daywork One Firm D
As this 'group* contains only one firm it was tested against the 
rest of the firms® This oould oause any consistences due to this firm
alone to be overestimated for the firm's variables as the comparison
group will have a large variance. However, this is not too important 
as the firm's variables assume, little relevance in the subsequent 
discussion. There was a significant effect of the factors; ■ . ■
F = 1 2 . 9 2 1 , df ( 4 , 20) ,  p = .0 1
and of the questions;
F = 4 . 836 , df (20,20), p = ®01
and of the firms;
F = 20.945, df (1, 20), p = .Ol
There was no significant interaction between firms and factors®
The results as a whole reject the view that the questions were 
answered randomly. All the groups, showed a significant effect of 
factors which supports the view that the questions within a factor 
were to some extent measuring the same underlying variable. Further 
evidence on this point will be obtained from the correlation matrices® 
The grouping of firms according to their type- of incentive scheme has
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not been shown to be very useful for this type of investigation.
All the groups showed main effects of firms and more importantly, 
two of the groups showed significant interactions between firms and 
factors suggesting that the differences between firms within a group 
were not simply those of absolute scores on a factor. For this reason 
the correlation matrices will be examined separately for each firm.
The one discrepant result is the lack of a main effect of questions 
for the straight proportional scheme group. However the importance 
of this result is somewhat reduced by the fact that there is a main 
effect of factors. The presence of a firms x factors interaction 
might suggest that the lack of a 'questions’ effect was due to the 
grouping of the particular firms.
The next set of analyses to be .performed was the calculation of 
the correlation between the factors for each firm and then to perform 
an auto-elimination to determine the contribution in terms of the 
variance explained, of the most relevant variables. In all these 
analyses OS is used as the dependent variable and OU, WSO., OG and 
MG are.the independent. This is so that the predictions of the 
theoretical model may be tested.
The model states that certain variables, (OU, WSC, OC, MG and 
communication), determine indirectly OS. This is an imprecise 
statement and predicts only that an increase or decrease in one of 
the independent variables will produce an increase or decrease in 
the value of OS. In other words the nature of the function relating 
the independent variables to OS has not been stated. This is
-  1 3 1  -
reasonable at this stage of the theories development as there is 
little point in formalising a theory to the point where quantitative 
predictions can be made if it cannot explain qualitatively the 
relevant data. In order to test the predictions however it is.necessary 
/  to assume] that the relationship between OS and the independent variables 
is monotonio. If it is not then any relationship will not be revealed by 
performing correlations between the dependent and independent variables. 
Thus the theory predicts a correlation between OS and OU, WSC, OC 
and MG, and further predicts whether the correlation will be positive 
or negative.
A more difficult problem concerns the types of measures used.
The questionnaires only produce ordinal scales, and thus rank 
correlation coefficients should be employed. Unfortunately the 
)mltipl6-regression; programme employed used a product moment
correlation coefficient which assumes at least an interval scale.
The main disadvantage in practical terms of using the parametric 
statistic is that it will underestimate any curvilinear monotonic 
relationship, and thus work against the predictions. This of 
course is preferable to the opposite type of error, nevertheless 
it is still undesirable. One way around the problem is to obtain 
scattergrams of the data and look for any obvious non-linearity.
This was done and four typical examples follows- 
Figs 2, 3, 4 and 5°
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FIGURE 2
COMPANY G«A.
8
X
1.90
M R N /R O O 1 / T OT DRTE 13  S E P T  7 4
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I t  i s  e v id e n t t h a t  th e  re g r e s s io n  lin e s  b is e c t th e  p o in ts  f a i r l y  
w e ll f o r  a l l  va lu e s  a lo n g  th e  a b s c is s a  and th e r e  i s  no obvious 
n o n - l i n e a r i t y *  A  more fundam ental q u e s tio n  i s  whether th e  use o f  
p a ra m e tric  s t a t i s t i c s  i n  these circum stances ( t h a t  i s  w ith  o r d in a l 
sc a le s from  q u e s tio n n a ire s ) can be j u s t i f i e d  on lo g ic a l  grounds®
N u n n a liy  ( 1967 ) argues t h a t  as th e re  i s  no way i n  which 
r a t i o  o r i n t e r v a l  sc a le s m ight be produced when m easuring a t t it u d e s  
i n  t h i s  way, t h a t  i t  i s  re aso na b le  to  a s s e rt t h a t  th e  d e r iv e d  sc a le  
i s  an i n t e r v a l  sc a le  and d e fin e s  th e  l e v e l  o f  an a t t it u d e  w ith  re g a rd  
t o  t h i s  scale® T h is  is  a co m p licate d  argument and c o n tr a r y  to  
c la s s ic a l  s c a lin g  t h e o r y , however N .u n n a lly 's  b a s ic  p o in t i s  w e ll 
ta k e n  and thus th e  a u th o r has le s s  doubts about u s in g  p a ra m e tric
s t a t i s t i c s  f o r  t h i s  data® F i n a l l y  a l l  p a ra m e tric  s t a t i s t i c s
assume th a t th e  scores, are n o rm a lly  d is t r ib u t e d  and as can be 
seen from  a re p ro d u c tio n  o f  F ig u r e  1  based upon 55 o p e ra tiv e s  
t h i s  is  t r u e  from  th e  q u e s tio n n a ire  replies®
I n  summary th e r e  appears l i t t l e  reason n o t to  use -..pahametric 
s t a t i s t i c s  and t h e i r  use w i l l  n o t le a d  to  any f a ls e  c o n firm a tio n  
o f  th e  pre dictions®  I t  i s  to  be hoped th a t  th e y  w i l l  n o t le a d  to  
f a l s e l y  r e je c t i n g  th e  theory®
Each f ir m  w i l l  now be ta k e n  i n  t u r n  and th e  c o r r e la t io n  m a tric e s
o f  th e  fa c to r s  d is c u s s e d . S„E®Ii® w i l l  n o t be co n sid e re d  as th e re
are o n ly  7  o p e ra to rs  i n  th e  sample® Where deemed n ecessary 
i n d i v id u a l  q u e s tio n  c o r r e la tio n s  w i l l  be considered®
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F IG U R E  I
Company B .D » R e g re s s ive  Scheme Number o f  Respondents 29 
Number o f  Q u e s tio n n a ire s  issu ed  30
1 D iscard e d
F IG U R E  6
OS
2 WSC
0 .1 7 4  3 OC
0 .2 6 3  0 0 3 2  4 MG
0 .4 3 1  0 .5 0 3  O .404 5
C r i t i c a l  v a lu e  0 .3 5
O n ly  two independent v a r ia b le s  c o r r e la te  s i g n i f i c a n t l y  w ith  
OS, V I Z ,  MC and OU. The c o r r e la t io n  is  i n  the r i g h t  d ir e c t i o n , 
as MG in c re a s e s , OS in c re a s e s . F u r th e r  WSC and MG c o r r e la te  
h i g h l y  w ith  each o th e r , and b o th  c o r r e la te  w ith  OC. I t  should be 
remembered th a t  as th e  va lu e  o f  OC incre ase s th e  amount o f  f i d d l i n g  
( o r  c o n tr o l b y  o p e ra to rs ) d ecre ases. Thus t h i s  means th a t  as MC and 
WSC in c re a se  so OC d ecre ases. T h is  is  i n  agreement w ith  th e  th e o r y . 
F i n a l l y  the c o r r e la t io n  o f  OU w ith  OS is  i n  the r i g h t  d i r e c t i o n  as 
p re d ic te d  b y  th e  t h e o r y : as OU in c re a se s  OS in c re a s e s ..
OU
1
0.410
0 .3 2 3
O .43O
O .546
The more o p e ra to rs  u n d e rsta n d  th e  scheme th e  le s s  f i d d l i n g  occurs® 
The o p p o s ite  would seem to  be more plausible®  However OU a lso  
c o r r e la te s  w ith  MG and t h i s  c o u ld  be m e d ia tin g  th e  c o r r e la tio n s  
w ith  OC. (MG a ls o  c o r r e la te s  w ith  00)®
The g r e a te r  th e  MG th e  more th e  scheme w i l l  be e x p la in e d , 
r e s u l t in g  i n  th e  le s s  chance o r need f o r  OC® T h is  p o in t o f  vie w  
i s  su p p orted  h y  th e  i n d i v id u a l  q u e s tio n  m a tr ix  F ig u r e  7 *  The OC 
q u e s tio n  t h a t  c o r r e la te s  h i g h l y  w ith  OU i s ,  o ve rb o o k in g  and 
u nderbooking o f  w ork, whioh a ls o  c o r r e la te s  h ig h ly  w ith  MG.
The m u ltip le  r e g r e s s io n  showed no s ig n i f i c a n t  e f f e c t s  f o r  
any o f  the. independent- V a r ia b le s  w ith  OS .i n  s p ite  o f  th e  h ig h  
c o r r e la t io n s . E x a m in a tio n  o f  th e  re g re s s io n  l i n e  f o r  OS/MD 
F ig u r e  8 shows t h a t  th e re  i s  some n o n - l i n e a r i t y  (a lth o u g h  t h i s  
i s  unusual as p r e v io u s ly  s ta te d  ) ,  and t h i s  would account f o r  
th e  la c k  o f  a s ig n i f i c a n t  r e g r e s s io n  line® F u r t h e r 'c o r r e la t i o n s  
i n  F ig u r e  7  te n d  more to  support th e  th e o rie s  r a th e r  th a n  to  
r e fu t e  them®
The correlation of OU with OG is puzzling at first glance®

FIGURE 8 
COMPANY BDtesma^ mesr^ ammtluama^ mtesi
O S / M C
O P E R R T Q R  S R T I S F R C T I O N  2
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Company Cr»Ae R e g re s s ive  Scheme Number o f  respondents 34®
Number .o f  Q u e s tio n n a ire s  issu e d  40
Incom pleted 6
F ig u r e  9
OU 
1  OS 
0 .4 0 2  2 WSC
0 .1 9 7  0.419 3 OC
0.059 p . 292 0.370  4
0.080 0=292 0.244 - 0*038
C r i t i c a l  v a lu e  .324
F o r  t h i s  fir m  WSC and OU c o r r e la te  w ith  OS and th e  c o r r e la tio n s  
are i n  th e  r i g h t  d i r e c t i o n . F u r t h e r  OC c o r r e la te d  w ith  WSC showing 
t h a t  as WSC in c re a se s  th e  amount o f  00 d ecre ases. There i s  no 
c o r r e la t io n  between 1C and OS f o r  t h i s  f ir m . I t  would appear t h a t  
th e  o p e ra to rs  do not t h in k  t h a t  th e  MC’ s are s ig n i f i c a n t  t o  t h e i r  
w orking s i t u a t i o n . They i d e n t i f y  more w ith  WS and OS w ith  re sp e c t 
t o  o v e r a ll  managements p o lic ie s  and aspects o f  work stu d y e ffe c tiv e n e s s  
F ig u r e  1 0 . Reference to  th e  s c a tte rg ra p h  p r e v io u s ly  d is p la y e d ,
F ig u r e  2 , in d ic a te s  a r e l a t i v e l y  low  a s s o c ia tio n  o f  MC w ith  OS.
Whereas i n  F ig u r e  3 a more p o s it iv e  a s s o c ia tio n  i s  i d e n t i f i e d  w ith
os/wsc.
Th@ m u ltip le -r e g r e s s io n  e x p la in e d  34*33$ o f  th e  v a ria n c e  bu t 
t h i s  reduced b y  o n ly  6® 65$  when o n ly  WSC and OU were in c lu d e d  
i n  th e  a n a ly s is  i n  agreement w ith  th e  c o r r e la t io n  m a t r ix , F ig u r e  9*
t o
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ompany AaEe S t r a ig h t  P r o p o r tio n a l Scheme. , Number o f  respondents 29
Number o f  Q u e s tio n n a ire s  Issued 34
5Incom pleted
OU
1 OS
0 .2 7 7 2 WSC
- 0.010 0.291 3 OC
- 0.129 0.017 0 .0 8 1 4 MC
- 0.042 0.453 0.329 0.131  5
C r i t i c a l  v a lu e  .3 4 9
O n ly  one c o r r e la tio n .r e a c h e d  s ig n ific a n c e  f o r  t h i s  fir m  MC and 
OS i n d ic a t in g  th a t  f o r  t h i s  fir m  o n ly  10 had any e f f e c t  on 0So T h is  
i s  hot s u r p r is in g  as t h i s  fir m  occupies th e  adjace nt s it e  to  company 
BD and a s im ila r  p a t t e r n  has emerged. Work s tu d y i n  b o th  o f  th ese 
firm s  has been some what r e s t r ic t e d  i n  r e l a t i o n  t o  i t ’ s o v e r a ll  
fu n c tio n  and i n  consequence tends to  p i  .ay a m inor r o le  w ith  re sp e c t 
to  d e a lin g  w ith  q u e r ie s , c o n tr o l o f  th e  f in a n c ia l  in c e n tiv e  scheme, 
and so on. Management c o n tr o ls  are th e r e fo r e  seen by th e  o p e ra to rs  
to  c o n tr ib u te  more to  OS i n  consequence. Reference to  F ig u r e  12 
shows t h a t  th e  o n ly  s ig n i f i c a n t  r e la t io n s h ip  w ith  work stu d y i s  
t h a t  when th e  number o f  lo o se  tim e standards reduce th e  f i d d l i n g  
on b o o kin g  at work re d uce s. The m u ltip le  re g r e s s io n  e x p la in e d  3 1*5 4 $  
o f  th e  v a ria n c e  when a l l  th e  independent v a r ia b le s  were in c lu d e d , 
b u t was 29 .29 $  when o n ly  MC and OU were r e ta in e d . There are 
s i m i l a r i t i e s  w ith  th e  p re vio u s  f ir m . MC appears t o  assure g re a te r 
im portance as a dete rm in an t o f  OS th a n  th e  o th e r independent 
v a r ia b le s .
The th e o r y  was n e u tr a l w ith  re g a rd  to  th e  r e l a t i v e  c o n tr ib u tio n s  
o f  th e  independent v a r ia b le s  to  OS and i m p l i c i t l y  th e  minimum 
assum ption was made t h a t  th e y  were a l l  o f  equal importance® I t  
would not be s u r p r is in g  i f  t h i s  assum ption was wrong, and re q u ire d  
m o d ify in g  as c e r t a i n  people w i l l  be able to  c o n tr o l th e  u n c e r ta in ty  
i n  th e  w orking environm ent to  a much g re a te r e x te n t th a n  o th e r s . I t  
i s  p la u s ib le  th a t  management have th e  g re a te s t amount o f  c o n tr o l i n  
t h i s  respect® A  f u r t h e r  e x p la n a tio n  i s  th a t  work stu d y have no 
a u t h o r it y  o v e r o p e ra to rs  and can o n ly  request th ro u g h  management, 
f o r  any a lte ra tio n s ®
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Straight Proportional Scheme®
Number o f  Respondents 40®
Number o f  Q u e s tio n n a ire s  iss u e d  43®
Incom pleted 3®
OU
1 OS
0.122 2 WSC
0 .2 29 0.487 3 00
0 .3 6 1 0 .2 3 7 0 .2 7 5 4
0 .1 2 3 0 .3 3  6 0 .4 7 2 0.258
C r i t i c a l  V a lu e  ®-3044
OS c o r r e la te s  p o s i t i v e l y  w ith  1C and WSC which b o th  c o r r e la te  
w ith  each other® T h is  l a t t e r  f a c t  i s  n o t s u r p r is in g  as management 
and work s tu d y  te n d  to  be n o n -in d e p e n d e n t, f o r  work s tu d y  is  
governed b y  management u ltim a te ly®  T h is  does n o t a p p ly  to  dep artm e n tal 
management, b u t as mentioned p r e v io u s ly  some o f  th e  c o n tro ls  overlap® 
There i s  a c o r r e la t io n  between OU and OC which a g a in  i s  some what 
s u r p r is in g , f o r  i t  means t h a t  th e  g r e a t e r .th e  u n d e rs ta n d in g  th e  
le s s  th e  f i d d l i n g , and th e r e fo r e  le s s  OC® U n lik e  th e  p re vio u s  
occurrence o f  t h i s  c o r r e la t io n  i t  cannot be e x p la in e d  b y  a p p e a lin g  to  
a c o r r e la t io n  between OC and 1C o r WSC, a lth o ug h  b o th  c o r r e la tio n s  
are b o th  s i g n i f i c a n t  a t th e  OS level®
Exa m in a tio n  o f  F ig u r e  14  in d ic a te s  th e  MO c o n trib u te s  le s s  to  OS 
th a n  WSC which appears to  c o n tr ib u te  more to  OU th a n  in d ic a te d  i n
as OC ten d s to  reduce th e  more th e y  understand about th e  fu n c tio n
o f  th e  p a r ts  th e y  work upon. G ould t h i s  be an i n t r i n s i c  requirem ent? 
F u r t h e r  and p o s s ib ly  more fe a s ib le  OC reduces as more knowledge i s
acquired as t o  how a tim e stand ard  i s  e v o lv e d .
E x a m in a tio n  o f  th e  s c a t t e r  g ra p h s, F ig u re s  15 and 1 6 , do 
in d ic a te  a s tro n g e r r e la t io n s h ip  between OS and WSC th a n  OS and 
MC. 26.00$  o f  th e  v a ria n c e  was e xp la in e d  by th e  m u ltip le -re g re S jS io n  
w ith  a l l  v a r ia b le s  and t h i s  dropped to  23«72$  f o r  OS and WSC a lo n e .
T h is  con firm s t h a t  i n  t h i s  fir m  WSC seems t o  be th e  main d e te m in e n t o f  
O S . F u r t h e r  re fe re n c e  t o  F ig u r e  1 4  shows th a t  th e  o p e ra to rs  i d e n t i f i e d  
work s tu d y as r e c e iv in g  c o n s id e ra b le  management support (Q u e s tio n  15) ,  
and th e se  c o r r e la te  h i g h l y  w it h , p o l ic y , w orking c o n d itio n s  and 
immediate s u p e r v is io n . I t  cou ld be f o r  t h i s  re aso n th a t th e  o p e ra tiv e s  
i d e n t i f y  more w ith  WSC th a n  MC®
Figure 13. The correlations of OC with OU are some what confusing
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Company SM S tr a ig h t P r o p o r tio n a l Scheme 
Number o f  respondents 30
Number o f  Q u e s tio n n a ire s  Issu e d  33
Incom plete 3
OU
1 OS
0.166 2 WSC
0.209 0 .5 7 0 3 OC
0 .16 3 0 .3 29 0 .1 0 6 4 MC
0.503 0 .7 3 7 O.569 0 .1 2 2  5
C r i t i c a l  Value - .3 4 9
. WSC and MC c o r r e la te  h ig h ly  w ith  OS. As f o r  th e  p re vio u s  fir m  
OU seems le s s  im p o rta n t, c o n tr a r y  t o  th e  r e s u lt s  f o r  th e  re g re s s iv e  
schemes. T h is  may be because a s t r a ig h t  p r o p o r tio n a l' scheme i s  
e a s ie r to  understand and a l l  th e  o p e ra to rs  found t h i s  t o  be so.
OC does not c o r r e la te  s i g n i f i c a n t l y  w ith  any o th e r f a c t o r  i n  th e  
m u lti-r e g r e s s io n , F ig u r e  1 7 *  I n  th e  in d iv id u a l  q u e s tio n  m a tr ix  
F ig u r e  18 how ever, OC does c o r r e la te  w ith  immediate s u p e rv is io n  
and management p o l i c i e s , th e  c o n t r ib u t io n  n e v e rth e le s s  bears no 
resemblance to  th e  c o n t r ib u t io n  o f  MC and WSC to  OS® The amount 
o f  v a ria n c e  e x p la in e d  i n  th e  m u lt ip le -r e g r e s s io n  i s  v e r y  h ig h  at 
69°30$. T h is  o n ly  drops to  67.2 8 $  when OU, MC and WSC are in c lu d e d .
The in c lu s io n  o f  OU i s  p ro b a b ly  due to  i t s  v e r y  lo w  SE o f  ( b ) and 
t h i s  f i t s  i n  w ith  th e  assum ption th a t  a l l  o p e ra to rs  are able to  
understand th e  scheme w e ll , th u s  p ro ducing l i t t l e  v a ria n c e  i n  va lu e s  
o f  OU. T h is  i s  f u r t h e r  supported b y th e  fa c t  t h a t  th e  va lu e  o f  B , 
th e  re g re s s io n  c o e f f i c i e n t  f o r  OU and OS i s  v e r y  lo w . MC alone e x p la in s  
54*33$ o f  th e  v a r ia n c e . The two s c a tte r  graphs F ig u r e s  19 and 20 
s u b s ta n tia te  th e  c o n tr ib u tio n s  and r e la tio n s h ip s  ^between OS and MC and
OS and WSC. The re g r e s s io n  l in e s  have a c lo s e r f i t  t o  th e  d a ta  th a n  
.[any p r e v io u s ly  d is c u s s e d ,;
CO
RR
EL
AT
IO
N 
MA
TR
IX 
1
-2
5
 
VA
RI
AB
LE
S 
30
IN
DI
VI
DU
AL
S 
al
l 
VA
LU
ES
 
NO
T 
SI
GN
IF
IC
AN
T 
AT 
95%
 
LE
VE
L 
DE
SI
GN
AT
ED
 
“
F IGURE 19 
O S / M C  COMPANY SM
O P E R A T O R  S A T IS F A C T I O N  £
1
- 3 5 4 -
CONTROL. 
OO X IO
M f l N / R O O 1  / T O T D R T E  1 3  S E P T  7 4
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F IG U R E  ' 20 
COMPANY SM
_  O S / U J S C
O P E R R T O P  S R T IS F R C T X C N  S
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Number o f  respondents 33 
Number o f  Q u e s tio n n a ire s  Issu e d  41
Inoomplsst'ed 8
Company H»A<> Straight Proportional Scheme
OU
F ig u r e  21
1 OS
0.325 2 WSC
0.483 0.585 3 OC
0.083 0.003 0.134 4 MC
0.3 50 0 .6 1 9 0.762 0.004 5
C r i t i c a l  V a lu e  .3 2 4
OS c o r r e la te s  h ig h ly  w ith  MC and WSC which a ls o  c o r r e la te  w ith  
each o th e r . ID  a lso  c o r r e la te s  w ith  OU which has a lo w  v a r ia n c e , 
s im ila r  to  company SM. (S E  (B ) = .1 3 0 7  B = . 0468.  Thus c o n s id e ra b le  
s i m i l a r i t y  e x is t s  as i n  th e  p re vio u s  fir m s . 41* 73$  o f  the v a ria n c e  
i s  e x p la in e d  b y th e  m u lti  p i  er-regression-OS and WSC e x p la in e d  34*22$  and 
OS and MC 3 8 .2 6 $ . E x a m in a tio n  o f  th e  in d iv id u a l q u e s tio n  m a t r ix , 
F ig u r e  2 2 , r e v e a ls  th e  c o n s id e ra b le  c o n t r ib u t io n  made b y WSC and MC 
t o  OS. OC makes no c o n t r ib u t io n  to  OS, alth o ug h  i t  does r e la t e  to  
OU and WSC th ese c o r r e la tio n s  are not s ig n i f i c a n t  i n  th e  m u ltip le ^  
re g r e s s io n  m a t r ix .
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Company P Graded Measured Day Work Scheme 
Number o f  respondents 30 
Number o f  Q u e s tio n n a ire s  Issu e d  38
Incom pleted 8 
F ig u r e  23
OU
1 OS
0 .5 1 7 2 WSC
0 .2 4 7 0 .6 3 7 3 OC
0 .3 2 5 0.568 0 .462  4 MC
0 .5 2 0 0 .5 7 0 O.494 0 .3 9 4  5
C r i t i c a l  v a lu e  .3 4 9 4
F o r  t h i s  fir m  o p e ra tiv e s  appear to  f in d  u n d e rs ta n d in g  a problem 
and henoe i t  assumes more importance i n  r e l a t i o n  to  O S, th a n  i n  
p re vio u s  f ir m s , OC, MC,WSC and OU c o r r e la te  w ith  OS, and a l l  i n  
th e  p re d ic te d  d i r e c t i o n . The c o r r e la t i o n  o f  OC w ith  WSC and MC are 
a ls o  i n  th e  p re d ic te d  d i r e c t i o n s . More WSC and MC produce le s s  OC,
MC and WSC c o r r e la te  w ith  each o th e r and MC c o r r e la te d  w ith  OU which 
i s  p la u s ib le  as management determ ine how much th e  o p e ra to rs  u n d e rs ta n d . 
As u n d e rsta n d in g ' appears im p o rta n t to  o p e ra to rs  and c o r r e la te s  w ith  
O S, th e  fa c t  th a t  th e  o p e ra to rs  a lso  i d e n t i f y  MC as im p o rta n t to  OS 
would in d ic a te  th a t  one would expect some c o r r e la t io n  o f  MC w ith  OU.
61. 80$  o f  th e  v a ria n c e  i s  e x p la in e d  by th e  independent v a r ia b l e s ,
WSC and OU e x p la in  54*3.6$ and WSC alone e x p la in s  40*54$* The 
s c a tte r  graphs F ig u r e s  24 and 2 5 , i l l u s t r a t e  th e  c lo se  r e la tio n s h ip s  
between OS and MC and OS and WSC, th e  s c a tte r  graphs f o r  OC and OU 
f o llo w  a s im ila r  p a t t e r n . Reference t o  th e  in d iv id u a l  q u e s tio n  
m a tr ix  F ig u r e  26 in d ic a te s  t h a t  th e  most im p o rta n t OC q u e s tio n s  a r e , 
th e  amount o f  e f f o r t  put in t o  unmeasured work and t h e i r  c o -o p e r a tio n  
w ith  work s tu d y .
Q u ite  s u r p r is in g ly  th e y  appear to  be showing t h a t  th e  more 
e f f o r t  th e y  put in t o  unmeasured worlc and th e  more th e y  c o -o p e ra te  
w ith  work s tu d y th e  more s a t i s f i e d  th e y  a re . I t  i s  p o s s ib ly  a 
r e f l e c t i o n  o f  t h e i r  need f o r  c e r t a i n t y . 6 1.8 0 $  o f  th e  va ria n c e  
i s  e x p la in e d  b y  th e  independent v a r ia b le s  and WSC and OU alone 
e x p la in  54*36$* WSC w ith  OS e x p la in  40*54$*
-  160  -  
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Company A»R® Graded Measured Day Woik 
Number o f  re spo ndents 39 
Number o f  Q u e s tio n n a ire s  Issu e d  44
Incom pleted - 5
OU
1 OS
0.065 2 WSC
0.094 0 .4 5 2 3 OC
0.167 0.272 0 .2 4 3 4
0.206 0 .5 4 0 0.595 0 .2 7 6
C r i t i c a l Value .3 0 4 4
In this firm the only variables that correlate with OS are MC 
and WSC. OU and OC having no significant correlations with OS. This 
has to be reconciled with the fact that this scheme as in Company P is 
somewhat difficult to understand and the pattern is somewhat different, 
althougftithe work is veiy similar - electronic assembly. OU and 
OC are not significant in their relationship with O S . Nevertheless, a 
similar pattern emerges in the significance of MC and WSC. There is 
then a relationship in these areas. All the variables in the multiple 
-regression accounted for 33.3% of the variance, and MC alone accounted 
for 29.19%. Examination of the individual question matrix, Figure 28, 
does however, indicate a number of isolated questions within OU and OC 
as significant. Inspections contribution was deemed important to 
satisfaction.
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Company D No I n c e n t iv e  Scheme
Number o f  respondents 14 
Number o f  Q u e s tio n n a ire s  Issu ed  27
Inoomplt&feM 13
F i g u r e 29cr.-grJf tCT? i1 s -_&gjga
OU
1 os 
0.450 2 WSC
O .584 0 .6 2 1  3 OC
0 .6 3 2 0 .6 9 7 0 .6 6 0  4 MC
0 .2 4 4  -0 .0 3 3  0 .5 5 8  -0 .0 4 3  5
C r i t i c a l  V a lu e  .4 9 7 3
T h is  f ir m  i s  e x c e p tio n a l i n  t h a t  MC does n o t c o r r e la te  w ith  
OS whereas WSC and OC d o . T h is  i s  because th e r e  i s  no f in a n c ia l  
in c e n tiv e  scheme i n  t h i s  f i r m , and most o f  th e  c o n t r o ls , t h a t  is  
s c h e d u lin g  o f  w ork, c o n tr o l o f  scrap and o v e r a l l  departm e n tal 
c o n tr o l is  e ffe c te d  b y  a com puter. The c o r r e la tio n s  o f  WSC w ith  
M3 i s  i n  l i n e  w ith  most o f  th e  p re vio u s  r e s u l t s , as w ith  th e  
c o r r e la tio n s  o f  OC w ith  WSC. F o r  th e  same re aso n  t h a t  OS does 
n o t c o r r e la te  w ith  MC, OC i s  n o t c o r r e la te d  w ith  MC. The 
c o n c lu s io n  i s  t h a t  management have l i t t l e  d ir e c t  c o n tr o l over 
u n c e r t a in t y , except i n  so f a r  as th e y  determ ine w orkstudy p o l i c y . 
(T h is  was d iscussed p r e v io u s ly  i n  r e l a t i o n  to  company A E  where 
th e  s it u a t io n  was i n  r e v e r s e ) . I n  A E  work s tu d y  was subsumed 
under MC and i n  t h i s  case MC i s  subsumed under WSC a t le a s t i n  
th e  o p in io n  o f  th e  o p e r a to r s . The OU q u e stio n s are n o t r e le v a n t 
i n  t h i s  f ir m  as th e r e  was no scheme to  u n d e rs ta n d . 60.5-3$ o f  
th e  v a ria n c e  i s  e x p la in e d  when a l l  th e  v a r ia b le s  a re  in c lu d e d  i n  th e  
r n u lljip le -re g re s s io n .O C  alone e x p la in s  48. 53$  o f  th e  v a r ia n c e .
. 166 -
T his  r e s u l t  f i t s  th e  th e o r y  v e ry  well® Management o n ly  
d e te rm in e  OS when th e y  oan in f lu e n c e  th e  l e v e l  o f  u n c e r t a in ty  
i n  th e  w orking env ironm ent th ro u g h  a  f in a n c i a l  in c e n t iv e  
scheme®
D e riv ed  o f  t h i s  in f lu e n c e  work s tu d y  and o p e ra to r s  th em se lv e s  
d e te rm in e  th e  l e v e l  o f  OS F ig u re  30 in d iv id u a l  q u e s t io n  matrix® 
F ig u re  31 OS/WSO s c a t t e r  g rap h . F ig u re  32 OS/OG s c a t t e r  graph®
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FIGURE?; 1ezxSszKma&xasx CTHfrWTiT i‘B JO
COMPANY D
O S / U J S C
OPERATOR SRTltFRCTION S
-  1 6  '9 -
-  i? o .  -
A f u r t h e r  n ra ltlp B 'e ^ e g re s s io n  a n a ly s i s  was u se d  to  examine th e  
c o n t r ib u t io n  o f  each  f a c t o r  t o  OS and c a lc u la t in g  th e  p e rc e n ta g e  
e x p la in e d .
Companyr Fa,ptor F a c to r F a c to r  i
OU WSC OC
BD .4 1 0 1 6 . 7 8 $ *174 3 .0 2  $ *263 6 .9 3 $
GA .4 0 2 1 6 .1 5 $ *419 1 7 *57$ .292 8 .5 2 $
AE *277 7 . 69$ .291 0
co .0 1 7 0 .0 3 $
BS .121 1 . 48$ *487 2 3 . 72$ .236 5 .6 0 $
SM .165 2 .7 5 $ .,569 3 2 . 45$ .328 10 .8 1 $
HA *325 1 0 . 57$ .585 3 4 . 22$ .002 0 .0 0 $
P .517 26 . 7 7$ . 636 4 0 . 54$ .568 3 2 . 31$
AR .O64 0.4-2$ .451 20 . 41$ .2 7 2 7 . 42$
D *449 2Q.22$ .620 3 8 . 54$ 0 696 4 8 . 53$
*431
-737
,618
Conclu s io n s
The m ain a ssu m p tio n s  o f  th e  th e o ry  have been  s u b s ta n t i a t e d ,  
t h a t  i s ,  t h a t  when MC and o r  WSC in c r e a s e  th e n  OC d e c re a s e s .  
A no ther co n cep t however em erges: When o p e ra to r s  p e rc e iv e  t h a t  
management a r e  i n e f f e c t i v e  th e n  WSC c o r r e l a t e s  more w ith  OS.
F a c to r
MC
18 .61$
8 0 0 $
20 .48$
11 .3 2 $
54*33$. 
38 .26$
• 32 .53$
29. 19$
0 .1 1 $
1 7 1  -
When o p e ra to rs  p e rc e ive  t h a t  work stu d y are i n e f f e c t i v e  th e n  MC 
c o r r e la te s  more w ith  OS th a n  WSC, OU c o n trib u te d  more t o  OS i n  
th e  firm s  o p e ra tin g  re g re s s iv e  f in a n c ia l  in c e n tiv e  schemes (th e y  are 
more co m p le x), a lso  w ith  company P whose graded measured day work 
scheme had t o  he r e la te d  to  i d e n t i f i e d  le v e ls  o f  perform ance b y th e  
o p e r a tiv e s . A lth o u g h  o p e ra tin g  a s im ila r  scheme to  P , AR’ s had 
few er c o m p lic a tio n s  and so OU seemed r e l a t i v e l y  u n im p o rtan t to  th e  
o p e r a tiv e s .
A lth o u g h  th e  m ain p a rt o f  th e  th e o r y  has been s u b s ta n tia te d , 
t h a t  i s ;  When management c o n tr o l and . work s tu d y c o n tr o l are seen 
b y th e  o p e ra tiv e s  to  be more e f f e c t i v e , (in c re a s e ) th e n  o p e ra to r 
s a t i s f a c t i o n  w i l l  be h ig h , t h i s  i s  a w it h in  fir m  c o m p u ta tio n, and 
i t  was decided to  analyse th e  e f f e c t  o f  management c o n tr o l ard work 
s tu d y  c o n tr o l across firm s  u s in g  Spearman’ s r a r k  c o r r e la t i o n  te c h n iq u e .
C o r r e la tio n s
OS v. MO = .8 9 6
C r i t i c a l  fig u r e  at .0 1  t w o - t a il e d  t e s t
= .8 3 4  
os v wsc = .929
C r i t i c a l  f ig u r e  at .00 2 two t a i l e d  t e s t
= .917
The c o n t r ib u t io n  o f  MG and WSC to  OS i s  e xtre m e ly  s ig n i fi c a n t  and 
f u r t h e r  c o n s o lid a te s  and su p p o rts th e  th e o ry  o f  th e  r e la t io n s h ip  o f  
th ese v a r ia b le s  w it h in  and across f ir m s .
F u r t h e r  analyses have y e t t o  be made:
Com munication, p ro d u c tiv e  e ffe c t iv e n e s s , la b o u r tu r n o v e r  and 
background d a ta  i n  o rd e r to  com plete th e  e xa m in a tio n  o f  th e  
t h e o r e t ic a l  m odel. A ls o  to  r e la t e  th ese v a r ia b le s  t o  OS and draw 
c o n c lu s io n s . F u r t h e r  p o in ts  w i l l  emerge and th e y  w i l l  be discussed 
at each s ta g e . O v e r a ll  c o n c lu sio n s w i l l  th e n  be made i n  r e l a t i o n  to  
t h i s  re se arch  as a w hole. F u r t h e r  requirem ents and re se a rch  w i l l  
be i d e n t i f i e d  w ith  re sp e c t t o  th e  summary and c o n c lu s io n s .
A N A LYS IS  OP COMMUNICATION 
PRODUCTIVE E F FE C T IV E N E S S  AND LABOUR
CHAPTER IX
TURNOVER
C H APTER  IX
A N A LYS IS  O F Q O M O T ICATION 
PRODUCTIVE EFB E CTIVENESS_ .AND Lmg m  fDjmQVm
As p r e v io u s ly  stated. SoEoLo w i l l  not be con sid ered i n  vie w  o f  th e re  
b e in g  o n ly  seven re sp o n d e n ts . The rem aining nine firm s  w i l l  be 
c o n s id e re d . The s ig n i f i c a n t  fig u r e  f o r  N  -  25 i s  0 .2 7  u s in g  K e n d a ll ’ s T a u .
BoDo R e g re ssive
Management v  O p e ra tiv e s  .2 2 6
Work Study v  O p e ra tiv e s  .23 3
No s ig n ific a n c e
- 173 -
GoAo R e g re ssive
Management v  O p e ra tiv e s  .4 20
Work Study v  O p e ra tiv e s  .1 4 0
Management v  O p e ra tiv e s  s ig n i f i c a n t
S0Mo S tr a ig h t P r o p o r tio n a l
Management v  O p e ra tiv e s  ,446
Work Study v  O p e ra tiv e s  .446
B oth  s ig n i f i c a n t
HeAo S tr a ig h t  P r o p o r tio n a l
Management y  O p e ra tiv e s  .640
Woik Study v  O p e ra tiv e s  .2 6 6
Management v  O p e ra tiv e s  s ig n i fi c a n t
Bo Se S tr a ig h t P r o p o r tio n a l
Management v  O p e ra tiv e s  .280
Work Study v  O p e ra tiv e s  .1 2 0
Management v  O p e ra tiv e s  s ig n i f i c a n t
Management v Operatives >,05
Work Study v Operatives ,113
No significanoe
Po Graded Measured Day Work
Management v Operatives <f.7f-3
Work Study v Operatives <- 306
Both significant
AoRo Graded Measured^ Day Work
Management v Operatives *4QQ
Work Study v Operatives .360
Both significant.
Do Straight Measured Day Work
Management v Operatives . 406
Work Study v Operatives „313
Both significant
It was stated in the introduction^ page 13, that s 
"The higher the level of oominunioatlpn as seen by the 
operativesy. the higher the level of operator satisfaction 
and certainty.st
AoEo Straight Proportional
Communication r e s u lt s  w i l l  be ranked w ith  percentage r a w  
scores o f  o p e ra to r s a t i s f a c t i o n  t o  examine i f  th e re  i s  a re la tio n sh ip ®  
I f  a r e la t io n s h ip  does e x is t  th e n  Spearman rank o rd e r c o r r e la t i o n  w i l l  
be used t o  measure t h i s  re la tio n sh ip ®
The ra n k in g  o f  com munication w i l l  be arranged i n  o rd e r o f  
th e  most s ig n i f i c a n t  v a lu e  o f  MC and o p e ra tiv e s  and WSC and 
o p e ra tiv e s ,- fo llo w e d  b y  th e  rem ainder i n  deoending o r d e r .
Rank
Order
OS
Firm
Rounded 
Percentage 
O f  Maximum
(1 5 )
Rank O rd e r 
Comm. Firm s
1 AR 73 1 SM
2 BS 68 2 B
3 GA 65 3 .AR
4 D 62 4 D
5 BD 58 5 HA
6 P 57 6 GA
7 HA 54 7 ' BS
8 SM 50 8 BD
9 AE 43 9 AE
C l e a r ly  th e re  i s  no r e la t io n s h ip  between o p e ra to r s a t is f a c t i o n  
arid com m unication, th u s  r e f u t i n g  one p r e d ic t io n  o f  th e  th e o r y  as 
r e s ta te d  on page 174*
It was stated on page 66 that overall departmental efficiencies 
would he assessed and related to an overall job satisfaction score*
It was further stated that this research is not specific on t h i s  point. 
The author feels that a more detailed explanation is necessary® 
Initially productive effectiveness would be derived from th e  th re e  
levels of data submitted by the firms that is:
Total hours worked
Standard hours achieved
Ineffective and nonproductive hours.
The weekly summary sheets provided by the accountants in many 
of the firms were so full of ambiguities that standardised 
extraction became almost impossible. There could therefore be an 
inherent weakness in the final data. This was overcome by using 
only the total hours worked and standard hours achieved. Nested 
within these figures are the ineffective and non-productive hours.
It is therefore impossible to check the accuracy of the time standards 
that exist. This data was separated out and graphed for three of the 
firms as shown on the following pages. The usefulness is readily 
apparent in that a correlation should exist between the three areas. 
That is: when ineffective and non-productive hours increase, then 
standard hours produced decrease, providing that to.ta-1 hours worked 
relate.
Productive Effectiveness
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F irm  AoRo shows a cohesive r e la t io n s h ip  between a l l  th re e  
p l o t s . Ho Ac's, d a ta  re v e a ls  a la c k  o f  c o r r e la t i o n , stand ard  hours produced 
are o f t e n  h ig h e r th a n  t o t a l  hours worked re g a rd le s s  o f  the i n e f f e c t i v e  
and n o n -p ro d u c tive  h o u rs . SoM0 have even more a m b ig u itie s  i n  th a t  when 
i n e f f e c t i v e  and n o n -p ro d u c tive  hours incre ase so do stand ard hours 
produced. T h is  i s  c o m p le te ly i l l o g i c a l ,  f o r  how can th e  v o liw ri'a iid  
average performanoe in c re a se  when le s s  p ro d u c tive  tim e i s  a v a ila b le .
I t  i s  re g r e tta b le  t h a t  t h i s  a n a ly s is  could not have been completed f o r  
e v e ry  f ir m . T h is  w i l l  be discussed under the heading o f  conclu sion s 
and fu r th e r ie s e a r c h .
The P 0E O fig u r e s  w i l l  now be d is p la y e d  i n  rank o rd e r and r e la te d  
t o  an o v e r a ll  O p e ra to r S a t i s f a c t i o n  score as p r e v io u s ly  d is p la y e d .
Rank Firm s PE. Rank- Firm s OS Score
1 BS 110 $ 1 AR­ 73
*  2 SM 105$ 2 BS 68
*  3 AE 105$ 3 GA 65
4 P 103$ 4 3) 62
5 HA 95$ 5 BD 58
6 D 88$ 6 P 57
7 BD .84$ 7 HA 54
8 GA . 82$ 8 SM 50
9 AR 79$ 9 AE 43
No r e la t io n s h ip  appears to  e x i s t  between P E and OS th u s  s u b s ta n tia tin g  
p re vio u s  re se a rch  summarized b y  Vroom 1964* The same scores have been 
shown c o n s e c u tiv e ly  p u r e ly  f o r  convenience, and would have been a llo c a te d  
th e  mean o f  3~4 t h a t  i s  3 .5  eaoh had |Spearman! s| method been u sed .
I t  w i l l  be remembered t h a t  on page 63 th e  a u th o r s ta te d  t h a t :  
"O p e ra to rs  te n d  to  suppress t h e i r  p e rso n al tr o u b le s  and problems where 
would c o n f l i c t  w ith  t h e i r  job p e rfo rm a n c e ”  T h is  statem ent i s  
s u b s ta n tia te d  to  some degree b y th e  above r e s u lts  wherein, those 
o p e ra tiv e s  w ith  lo w  s a t i s f a c t i o n  produce a h ig h  ou tp u t and c o n v e rs e ly  
th o se  w ith  h ig h  s a t i s f a c t i o n  produce a lo w  o u tp u t.
La b o u r T u rn o ve r ( L oT o0 e)
The fo llo w in g  in fo r m a tio n  was re c e iv e d  from th e  nine fir m s .
I n  ra n k o r d e r :-
F irm La b o u r T u rn o v e r
1 D 2
2 AR 10%
3 BS 14%
4 GA 3%
5 BD 51%
6 P 61%
7 AE 14%
8 HA 90%
9 SM 100%
Vroom ( 1964) examined seven s tu d ie s  which r e la te d  jo b  s a t i s f a c t i o n  to  
la b o u r t u r n o v e r , and. a l l  in d ic a te d  a n e g a tive  r e la t io n s h i p . That 
i s  th e  h ig h e r a worker^ s a t i s f a c t i o n  th e  le s s  apt he was to  le a ve  th e  
jo b . The fo llo w in g  fig u r e s  were o b ta in e d  u s in g  Spearman’ s rank 
o rd e r c o r r e la t i o n  techniques
LT O  v  OS =■ „§ 4 X
C r i t i c a l  v a lu e  f o r  N ~ 9 f o r  a t w o - t a ile d  t e s t  at .01 s ig n ific a n c e  = *
T h is  s u b s ta n tia te s  Vroom 's f in d in g s .
I t  was decided to  f u r t h e r  examine t h i s  r e la t io n s h ip  by m easuring th e  
ranked means o f  th e  .in d i v id u a l  q u e s tio n  replies' a g a in s t la b o u r tu rn o v e r 
and th e  fo llo w in g  r e s u lt s  ware obtained®
Rank O rd e r
S a t i s f a c t i o n  with? S e c u r ity  -yft la b o u r tu rn o v e r
Immediate s u p e r v is io n  v  la b o u r 
t u r n o v e r .
W orking C o n d itio n s  v  la b o u r 
tu r n o v e r
Management P o li c y  v  la b o u r 
tu r n o v e r
Company p o lic y  was s i g n i f i c a n t 'o n l y  a t .1 0  l e v e l  a n d .th e r e fo r e  ig n o re d .
The ra n k in g  as i t  has emerged appears not o n ly  i n t e r e s t i n g  bu t a ls o  
l o g i c a l . S e c u r ity  has m a in ly occupied f i r s t  o r  second ra n kin g s b y 
respondents i n  much o f  th e  re se arch in t o  job s a t i s f a c t i o n . The 
im portance o f  t h i s  v a r ia b le  t o  o p e ra tiv e s  i n  t h i s  re se arch  i s  c le a r ly  
in d ic a te d , fo llo w e d  b y th e  l e v e l  o f  s u p e rv is io n  th a t  concerns and a f fe c t s  
them m ost. W orking c o n d itio n s  were more im p o rtan t than> management p o lic y  
and b o th  h ig h ly  s ig m .fio a .n tc  (see pages 35 and 37 f o r  o th e r ra n k in g s  
o f  these v a r ia b le s )
.892
.823
.821
*717
I t  was m entioned on page 70 t h a t  H e rzb u rg  e t a l  (1 9 5 7 ) proposed th a t  
th e re  was a>. s ig n i f i c a n t  r e la t io n s h ip  between age and jo b  s a tis fa c tio n ®  
Alth o u g h  i n  support o f  Fo u rn e t e t a l  i n  s t a t in g  t h a t  a n a ly s is  o f  t h i s  
ty p e  i s  d i f f i c u l t ,  t h i s  a n a ly s is  was attem pted and age had a n e g a tive  
c o r r e la t io n  w ith  w orkin g c o n d itio n s  i n  BD and more w ith  s a t i s f a c t i o n , 
a s ig n i fi c a n t  c o r r e la t io n  (®343 c r i t i c a l  va lu e  .3 3 0 ) w ith  OS and 
<,488 w ith  OC. I n  AG age c o r r e la te d  .4 7 0  w ith  OC and n e g a tiv e ly  w ith  
immediate supervision®  I n  BS th e re  liras no s ig n i fi c a n t  c o r r e la t i o n  w ith  
age® SM had age c o rr e la te d  w ith  0U« I n  P age c o r r e la te d  w ith  00 and 
immediate s u p e r v is io n . No c o r r e la t i o n  e x is te d  i n  AR w h ils t  D had a 
n e g a tiv e  c o r r e la t io n  w ith  s e c u r it y . The fo llo w in g  page d is p la y s  th e  
summary o f  th e  background d a ta  from  which th e re  appears to  be no 
l o g ic a l  c o n n e c tio n  w it h in  o r w ith  o th e r v a r ia b le s  t h i s  c o r r e la t io n  
e x e rc is e  w i l l  i n  consequence not be pursued.
O th e r v a r ia b le s  have been added? P E , T u rn o v e r, Communication 
and OS and th e  whole d is p la y e d  i n  t a b u la r  form to  examine i f  any o th e r 
cohesive r e la t io n s h ip  emerges® A p a rt from  tu rn o v e r and OS a lre a d y  
d isc u s s e d , no o th e r p a t t e r n  m a te r ia lis e d .
Background D_ata
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BACKGROUND DATA 
SUMMARY
BD 29 :
1 ! 
5-10 6 0 -4 0
GA 35 5 - io 30-40
AE 29 2-5 30-40
BS 41 2-5 20-30
S I 30 5-10 40
HA 33 2-5 30-40
P 29 2 20-30
AR 39 2-5 30-40
D 1 4 ; 2 130-40
F  — Female 
M . M a l e  
S •»* S in g le  
M — M arrie d
CHAPTER X  
SUMMARY AND CONCLUSIONS
CHAPTER X  
SUMMARY AM) C O L L U S IO N S
T h is  re se arch has examined nine firm s  i n  r e l a t i o n  t o  a. number o f  concepts 
and predictions®  These p r e d ic tio n s  w i l l  be r e -s t a t e d  and th e  r e s u lts  o f  
t h i s  re se arch w i l l  be discu ssed and summarised i n  t h i s  c h a p te r.
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R e la te d  Assum p tion
"Workers l i k e  c e r t a i n t y  and d i s l i k e  u n c e r ta in ty  i n  some aspects of 
t h e i r  w orking e n v iro n m e n t.0
P r e d i c t i on I
"The more e f f e c t i v e  management and work s tu d y c o n tr o ls  are seen to  be 
b y th e  o p e ra tiv e s  th e  h ig h e r th e  o p e ra to r s a t i s f a c t i o n  and t h e i r  
c e r t a i n t y ."
P r e d ic t io n  2
" I f  management- and .work s tu d y  c o n tro l's  are low  .th e n + o p e ra to r s a t is f a c t io n , 
w i l l  be h ig h  o n ly  i f  o p e ra to r c o n tr o l i s  h i g h ."
P re d i c t io n  3
"The h ig h e r th e  l e v e l  o f  communication as seen by th e  o p e r a tiv e s , 
th e  h ig h e r th e  l e v e l  o f  o p e ra to r s a t is f a c t i o n  and c e r t a i n t y ."
Company Bo
Company Go
Company Ac­
company Bo
Company So
Company Ho
Company P D
Company Ap
Company D 0
Significant Correlation With 0«S«.
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I t  was s ta te d  on page 10 th a t th e  degree o f  u n c e r t a in t y  which th e  
o p e r a tiv e  e xp e rie n c e s  i n  areas beyond h is  c o n tr o l can be s a id  t o  be 
d i r e c t l y  p r o p o r tio n a l to  th e  degree o f  management and work stu d y c o n t r o ls . 
The more e f f e c t i v e  th e  degree o f  c o n tr o l e xe rc is e d  b y these groups i n  th e  
i n d u s t r i a l  environm ent th e  le s s  u n c e r ta in ty  th e  o p e r a tiv e s  w i l l  e xp e rie n c e . 
The l e v e l  o f  s a t i s f a c t i o n  w i l l  a ls o  be r e fle c t e d  b y  th e  degree c f  
u n c e r t a in t y , l 't  has a ls o  been e s ta b lis h e d  t h a t  th e r e  are occasions 
when o p e r a tiv e s  p e rc e iv e  o th e r v a r ia b le s  th a t  c o n tr ib u te  to  t h e i r  
c e r t a i n t y  and s a t i s f a c t i o n . An example o f  t h i s  o c c u r r in g  i s  w it h in  th e  
companies BD and GA where OU assumes an equal im portance w ith  MG and NSC 
to  OS. T h is  i s  u n d e rsta n d a b le  as b o th  companies o p e ra te  re g re s s iv e  
f in a n c ia l  in c e n t iv e  schemes, which r e q u ire  more u n d e rs ta n d in g  th a n  
s t r a ig h t  p r o p o r t io n a l and o th e r  ty p e s  o f  s c h e m e s ,(M a rrio t 19 6 1) A 
f u r t h e r  example i s  company I) w h erein  OC assumes a r e l a t i v e  im portance 
w ith  WSC t o  O S. T h is  company o p e ra te s no f in a n c ia l  in c e n tiv e  scheme 
and management c o n tr o ls  are b y com puter, t h e r e fo r e  WSC supercedes MG 
i n  re le v a n c e  and OC i s  s ig n i f i c a n t  to  OS*
W ith  re fe re n c e  t o  th e  ’ R e la te d  Assum ption,9 page 1 8 5 , ^He l e v e l  
o f  MC a n d /o r WSC supported bj" OU i n  s p e c ific  cases and OC i n  one case 
a lr e a d y  m e n tio n e d , r e f l e c t s  the l e v e l  o f  u n c e r t a in t y  and th e r e fo r e  
o p e ra to r s a t i s f a c t i o n . T h is  l e v e l  i s  in d ic a te d  b y  th e  s i g n i f i c a n t  
c o r r e la t io n s  o f  th e s e  v a r ia b le s  i n  which we may assume t h a t  as th e se  
l e v e l s  in c r e a s e , th e n  so do th e  l e v e l s  o f  c e r t a i n t y  and s a t i s f a c t i o n .
T h is  s ta te m e n t a ls o  su p p o rts  P r e d i c t i o n  I  and re fe re n c e  t o  page 186 
shows t h a t  i n  a l l  nine companies MC and/or WSC were th e  m ain c o n tr ib u to r s  
and th e r e f o r e  p r e d ic to r s  o f  O S.
188
T h is  has not been s u p p o rte d , f o r  alth o ugh  i n  company D OC appeared 
to  fassum ethe r o le  o f  MC, th e  c o r r e la t i o n  was p o s it iv e  in d ic a t in g  t h a t  th e  
le s s  th e  o p e ra to rs  need t o  c o n tr o l th e  more s a t i s f i e d  th e y  are® The 
p r e d ic t io n  im p lie d  th a t  as MC and WSC became le s s  e f f e c t i v e  th e n , th e  
o p e ra to rs  would assume t h e i r  own c o n t r o ls . T h is  has not been 
s u b s ta n tia te d  and i s  th e r e fo r e  r e fu t e d , ( F u r t h e r  samples need to  be 
ta k e n  to  c o n firm  t h i s  a sp e c t)
F u r th e r  exam ination, o f  th e  in d iv id u a l  q u e s tio n  m a tric e s  in d ic a te s  
th a t  some q u e stio n s are more s ig n i f i c a n t  th a n  o th e rs  f o r  many o f  th e  
sample companies.
F o r  exam ple;~
Q u e stio n s 2 , 3 , 4 and 5 c o r r e la te d  w ith  6, 7? 1 2 , 2 f t  23 and 24®
These are p re d o m in a te ly q u e s tio n s  on u n d e rsta n d in g  w ith  management and 
company p o l i c y , and w ith  management c o n t r o l . W h ils t q u e stio n s 6, 7? 8 
and 9 on s a t is f a c t i o n  c o r r e la te d  w ith  1 2 , 1 3 , 1 5 , 1 9 , 20, 22, 23, 24 and 
25 WSC, OC and MC.
An a n a ly s is  o f  th e  t o t a l  i n d iv id u a l  q u e s tio n  r e p lie s  (N  «  285) 
i s  e n clo se d , P . 18 9 , t h i s  f u r t h e r  s u b s ta n tia te s  th e  r e la t e d  assum ption 
and p r e d ic t io n  I  o f  th e  t h e o r y , r e f l e c t i n g  th e  s tro n g  a s s o c ia tio n  between 
WSC, MC and 0So
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Communication although significant -within a number of companies did 
not correlate with any other variable, more .particularly operator 
satisfaction® It therefore corroborated much of the previous research 
in this area i(BUJM 1968)1
The fact that productive effectiveness did not correlate 
significantly with any other variable is also notx as
already mentioned, no previous researoh findings have indicated an 
association (BLUM 19 6 8) It would appear that productive effectiveness 
does not appear as important to operatives as many researchers would 
have us believe, Probably because,as the author has already stated, 
standard performance is mainly achieved® If higher productivity is 
what is required, then a reduction of the ineffective and non-productive 
time is what will achieve this® Management must therefore be more 
effective in order to achieve this reduction®
The effect of labour turnover was not predicted in the theory® Bata 
was however collected and analysed, and the results corroborated much 
of the previous research in this area, in that a high level of correlation 
was found to exist when ranked with operator satisfaction® The correlation 
was negative indicating that as operators become less satisfied the more 
inclined they will be to leave the company® This latter result when 
linked to the central assumptions of the theory; that is the direction of 
management, work study controls and operator satisfaction,is deemed 
important® Management have needed to identify variables contributing to 
dissatisfaction in order to attempt to resolve this problem and therefore 
reduce labour turnover® Whilst not assuming that the variables 
identified in this research are all conclusive, it is thought that they
Prediction 3
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are the major contributors to operator satisfaction in the industrial 
environment, and have been proven in this research to be predictors of 
operator satisfaction. If management can resolve these areas then it 
follows that a higher satisfaction will ensue and a logioal reduction in 
labour turnover.
Pi agr animat i q Represent at ion Of The Theory
C omimini o at i o n
 ^ Operator 
Satisfaction 
OS
Operator 
Unoert ai nty
Uncertainty 
J  In The 
Working 
Environment
Management
Controls
MC
Operator 
*1 Understanding 
OU
Operator
Controls
OC
1
;??2.
Work Study 
Controls 
WSC
DiagrammatioResults Of jrhe Theory - A Generalised Concept
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It now follows that to predict OS in companies similar to those 
selected for this research and among semi-skilled operators; MC,
WSC and LTO, questionnaires would be used for those companies using 
straight proportional financial incentive schemes® The addition of 
00Uo for companies using regressive financial incentive schemes, and.
OC for companies operating no financial incentive scheme® There being 
only one company with no scheme,more research would be required to 
substantiate the latter statement®
BackgroLinddata was collected but nothing of significance was found 
'(page 1 8 4 )° l i  was stated on page 69 that this research will be restricted 
to ten companies where possible manufacturing different products'and 
operating different types of financial incentive schemes® Some assumptions 
were made as to how OC, WSC and MC might vary within different types 
of schemes® This variation has only been partial and not very significant 
except in relation to the companies using regressive schemes and no scheme.
It is interesting to note that the two companies using regressive financial 
incentive schemes are in the bottom three for productive effectiveness, 
whilst the companies operating a straight proportional type of scheme lead in 
. .productive effectiveraess®
The exception is company P which operates a graded measured daywork 
scheme® The grades are calculated on a straight proportional basis, and 
it is in this respect that the scheme is similar to the straight proportional 
schemes® A*Ro operate a different [structure with graded measured day work® 
0oUoWas also significant in companies H0A0 and P® and therefore was 
representative in four out of the nine companies® The explanation could
- 194 -
be that HoA» used the Bedaux 60/80 work units computation method (page 6 3jj 
which requires more understanding and the graded scheme in Company p. 
was only recently introduced. It would appear that when operatives 
identify a need for more understanding, then 0e.lL, correlates significantly 
with OoSo Although as previously stated it might be expected that OU 
would be more significant in relation to companies operating regressive 
financial incentive schemes, more samples would be required to 
substantiate this claim. For the moment it should be noted that a 
trend exists. If operatives did manipulate schemes more than has been 
indicated in this research, then it is possible that more understanding would 
allow more manipulation® OC would have been more significant and correlated 
negatively with 0oSo This has not however materialised and if as stated 
by Wyatt-, Langdon amd Mar riot ( 1 9 3 8  ) that only 50$ of operatives
fully understand their financial incentive scheme, and that productivity 
will be adversely affected in this case, then this could be supported 
by companies BD and GA where OU was significant and PE low. To completely 
support this theory,however,it would imply that OU correlated with PE 
and this does not occur.
Clearly no categoric conclusions can be reached regarding the different 
financial incentive schems. . It would appear that in this research and 
this sample the companies operating the straight proportional type of 
scheme are more effective from the productivity viewpoint. This is the 
same conclusion reached by 0 oEsCoDo 1970 -and Marriott ( 19 68) .
A li e n a t io n / D is s a t is f a c t i o ner^ . \  j^.r*jj.A-g,^ srg,stjtn?.r^ r:a^ :u.rz{yo;jrcTnia?.'S:«rJ=:-:?^ gr.>'Ta
Kaufman’s (1 9 6 5) theory appears extremely relevant to this research, 
wherein he stated; "To claim that a person is alienated is to claim 
that his relation to something else ha.s certain features that result 
is avoidable discontent or loss of satisfaction®" This is measured in
this research by the levels of OU, WSC, OC and MC with OS®.
Kennison (1 9 6 5) contends that most useages of alienation share the 
assumption that some relationship or connection that once existed that 
is natural, desirable or good has been lost. This would imply that it fi 
did exist, but this may not be true, people can become alienated because 
of something they identify that should exist, hut does not. Marx’s
use of alienation in suggesting a separation, and that when a producer
does not own the product, that becomes alienated and so does the 
producer yis in the author’s opinion an exaggerated claim® This is not 
to state that the product cannot produce an alienated state, but that in 
this research attitudes towards controls and people responsible for 
the exercising of these controlsycan also cause people to become 
alienated®
The a u th o r tu rn e d  to  S ch a tt f o r  an e x p la n a tio n  o f  th e  company A R ’ s 
results®  What appeared p a ra d o x ic a l i s  t h a t , o p e ra to r s a t i s f a c t i o n  
was h ig h , la b o u r tu rn o v e r lo w , communications v e r y  good, bu t p ro d u c tiv e  
e ffe c tiv e n e s s  v e r y  lo w , might w e ll be e x p la in e d  from H e g e l’ s essay on
th e  ’ German C o n s t i t u t i o n ’-, (1 8 0 2 ) , w herein he s t a t e s , "The th o u g h ts 
co n ta in e d  i n  t h i s  work can have no purpose o r . e f f e c t  o th e r th a n  th a t  
o f  comprehending o f  what e x is t s  t h a t  makes us vehement and causes us 
s u ff e r i n g , r a th e r  i t  i s ,  what i s  not as i t  should h e , h u t i f  we see 
t h a t  i t  i s  as i t  must b e , t h a t  i s  not a r b i t a r y  o r  a c c id e n ta l, th e n  we 
a ls o  see t h a t  i t  should be as i t  i s . " I t  i s  th e r e fo r e  p o s s ib le  th a t 
th e  o p e ra tiv e s  i n  A 0R 0 r e a lis e d  t h a t  MC and WSC was d i f f i c u l t ,  b u t th a t  
e ve ry e f f o r t  was made to  surmount th e se  d i f f i c u l t i e s ,  and altho ugh 
th e y  were not as th e y  should b e , b u t were as th e y  must be th e n  th e y  
had le s s  u n c e r ta in ty  and a h ig h e r s a t is f a c t i o n .
M arx’ s i d e n t i f i c a t i o n  o f  s e l f r e a l i s a t i o n  placed the g re a te s t emphasis 
upon p ro d u c tio n , ( t h i s  to  M arx’ s man’ s species l i f e ) ,  and Schacht s t a t e s , 
b u t f o r  M a rx ,a s  f o r  H egel, p ro d u c tiv e  a c t i v i t y  corresponds to  th e  dim ension 
o f  i n d i v i d u a l i t y  o r  p e r s o n a lit y  and. .is . t h a t  th ro u g h  which th e  i n d iv id u a l  
p e r s o n a lity  expresses and th e re b y  r e a lis e s  i t s e l f .  What emerges from 
t h i s  re se arch  i s  what was p r e v io u s ly  p o s tu la te d , and th a t  i s  th a t  re g a rd le s  
o f  i n d iv id u a l  p e r s o n a lit y , th e  l e v e l  o f  s a t i s f a c t i o n , o f  com m unication, 
o p e ra tiv e s  w i l l  produce at sta n d ard  performance o r above. They w i l l  vR/ncl 
t o  subsume t h e i r  p e rso n al fe e lin g s  o r  i n  fa c t any fa c to r s  t h a t  m ight 
p re ve nt them from a c h ie vin g  stand ard  o u tp u t o r perform ance. E x c e lle n t  
o p e ra to rs  perform  above s ta n d a rd , and th e r e fo r e  i t  i s  th e  ou tp u t above 
stand ard (BS100) t h a t  th e y  them selves w i l l  decide what l e v e l  to  a c h ie ve .
R ich a rd  Schacht c r i t i c i s e s  th o se  s o c io lo g is ts  who l i s t  a number o f  
useages f o r  th e  term  a li e n a t io n , aid. th e n  r e f e r in g  to  c o rre sp o n d ing  
phenomena as d i f f e r e n t  ty p e s  o f  a li e n a t io n . I t  i s  p o s s ib le  th a t th e y  
do not mean d i f f e r e n t  ty p e s  b u t d i f f e r e n t  re aso ns. I t  would be absurd 
to  conclude th a t  a lie n a t io n  i s  o n ly  a u n if a c t o r , as th e re  w i l l  be a
1X1011)61* o f  reasons f o r  a li e n a t io n  so a lso  w i l l  th e re  he a number o f  
elements o r  fa c to r s  t h a t  c o n tr ib u te  o r are a s s o c ia te d  w ith  a li e n a t io n .
M il le r s  ( 1967) concept i n  o b s e rv in g  th a t  the man who does not f in d  
h is  work i n t r i n s i c a l l y  s a t i s f y i n g  w i l l  not be s a t i s f i e d  w ith  U s  job 
i s  not r e fle c t e d  i n  t h i s  re s e a rc h . L ik e w is e , Blaum er’ s concept o f  
pow erlessness, w herein he s ta te s  th a t  a person i s  pow erless when he i s  an
o b je c t m a n ip u la te d  and c o n tr o lle d  b y o th e r p e rso n s, o r  by an
im personal system such as te c h n o lo g y , and when he cannot a s s e rt h im s e lf
as a s u b je c t to  change o r m o d ify t h i s  d o m in a tio n  th e  n o n -a lie n a te d
s ta te  o r  dim ension i s  th e  freedom o f  c o n t r o l , i s  a ls o  not s u b s ta n tia te d  
b y t h i s  r e s e a r c h .In  fa c t  i n  t h i s  research c o n tr o l o f  people i s  a l l  im p o rta n t 
and th a t  which s u b s t a n t i a l l y  c o n tr ib u te s  to . and p r e d ic ts  th e  l e v e l , o f  
o p e ra to r s a t i s f a c t i o n . The a u th o r fe e ls  th a t th e  area o f  freedom f o r  th e  
o p e ra to r i s  th a t  range t h a t  he knows he can achieve o ve r and above- 
sta nd ard  perform ance. O p e ra tiv e s  g e n e r a lly  know t h a t  onoe stand ard 
performance i s  achieved th e y  v a i l  not be badgered b y s u p e rv is io n , f o r  more- 
o u tp u t. N e v e rth e le s s  i f  th e y  are p a id  b o m s  on what th e y  produce th e y  
might opt f o r  a, c e r t a i n  l e v e l  on and above stand ard ou tp u t f o r  a c e r t a i n  
b o m s  f i g u r e . I n  t h i s  re sp e c t th e  o p e ra tiv e  r e ta in s  h is  perso nal 
d i g n i t y  because i t  th e n  became h is  d e c is io n . I t  i s  not unusual f o r  
some e x c e lle n t o p e ra tiv e s  to  c o n tin u o u s ly  r e t u r n  1 1 5  to  120 B r i t i s h  
Standard o u tp u t. E x a m in a tio n  o f  le v e ls  o f  p ro d u c tiv e  e ffe c tiv e n e s s  
and o p e ra to r s a t i s f a c t i o n  (page 184) supports t h i s  re ce n t discussion®
Company AE has low  s a t i s f a c t i o n  b u t a h ig h  p ro d u c tiv e  e ffe c tiv e n rifis  
SM lik e w is e , and s i m i l a r l y  P and HA® I f  a li e n a t io n  i s  a s s o c ia te d  w ith  
u n c e r ta in ty  and d i s s a t i s f a c t i o n , th e n  i t  does not appear t h a t  th e y  
d e tr a c t from  a sound P eE©
I n  c o n c lu d in g  and p r i o r  to  d is c u s s in g  f u r t h e r  re se arch i t  i s  f e l t  
nsp+nl to  l i s t  th e  achievem ents o f  t h i s  research »
1® I t  i s  f e l t  t h a t  th e  assum ption made regarding- c e r t a i n t y  and u n c e r t a in t y  
>
have been s u b s ta n tia te d .
a
2 . Th a t p r e d ic t io n  I  -  h ig h e r c o n tr o ls  r e l a t i n g  to  h ig h e r s a t i s f a c t ! o n  
has a ls o  been s u b s ta n tia te d .
3 . Th a t th e r e  i s  some causal r e la t io n s h ip  betw een d i s s a t i s f a c t i o n  and 
a li e n a t io n .
4* Th a t th e  ty p e  o f  f i n a n c i a l  in c e n tiv e  scheme may in flu e n c e  th e  r e s u l t s , 
and o n ly  a l a r g e r  sample o f  companies w i l l  c o n firm  o r o th e rw is e .
5 . Th a t p re v io u s  re se a rc h  showing a c o r r e la t io n  betw een la b o u r tu r n o v e r  
and s a t i s f a c t i o n  has a ls o  been c o rro b o ra te d  i n  t h i s  re s e a rc h .
6. Th at t h i s  re se a rc h  su p p o rts H u lin  and S m ith ’ s v ie w s ; t h a t  i s  t h a t  
c o n tr a r y  t o  H e r z b e r g ’ s th e o r y  hygiene fa c to r s  do c o r r e la t e  s i g n i f i c a n t l y  
w ith  s a t i s f a c t i o n . T h a t i t  i s  th e  o p e r a to r ’ s own i d e n t i f i c a t i o n  o f  th e  
p lace and im portance o f  th o se  v a r ia b l e s . F o r  management not t o  
re co g n is e  th e se  f a c t s  can o n ly  in c re a se  t h e i r  d i s s a t i s f c a t i o n ,
u n c e r t a in t y  and a li e n a t io n .
Fuy  th e  r  R ftto
The c e n tr a l  concept o f  th e  th e o ry  i n  t h i s  re se a rc h  h a v in g  been 
s u b s ta n tia te d  i t  now rem ains to  examine areas t h a t  c o u ld  be im proved and 
f u r t h e r  work i d e n t i f i e d .  I t  i s  th o u g h t u s e fu l t o  d e s ig n  a d d itio n a l
q u e s tio n s  w it h in  th e  e x i s t in g  v a r ia b l e s . That a v a r ia b le  w ith  q u e s tio n s  
on i n t r i n s i c  aspects would be u s e f u l , i f  o n ly  f o r  (r o u n d in g -o ff)  th e  
re se arch and. b e in g  able to  compare more d i r e c t l y  w ith  o th e r re s e a rc h .
The number o f  r e p lie s  could be incre a se d  i n  o rd e r to  in c re a se  th e  range 
o f  v a lu e s  and i t  m ight a s s is t  i n t e r p r e t a t i o n  o f  r e s u l t s . Background 
d a ta  q u e s tio n s  should be s tr u c tu r e d  w ith  much s h o rte r i n t e r v a l s ; f o r  
example age range p ro b a b ly  s tr u c tu r e d  up to  20 ye a rs  20- 25, 25-30 and 
so on. S im i la r l y  w ith  tim e  w ith  company and tim e an p re se nt jo b .
I t  i s  f e l t  t h a t  P E has been proved to  be somewhat e q u iv o c a l and th e r e fo r e  
to  t r y  to  be i n s is t e n t  w ith  companies i n  o b ta in in g  o p e ra to r perform ance 
and re le v a n t d e p t, s t a t i s t i c s  would be sound. I f  i t  i s  thought w orth 
w h ile  t p  proceed w ith  samples o f  companies o p e ra tin g  d i f f e r e n t  f in a n c ia l  
in c e n tiv e  schemes, th e n  more companies i n  each scheme should be 
s e le c te d . F i n a l l y  i t  should be remembered th a t  th e  s tr u c tu r e  and concept 
o f  t h i s  re se arch  d i f f e r s  from  o th e r re s e a rc h , and t h a t  i t  should r e t a i n  
most o f  th e  same s t r u c t u r e .
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AP PEND IX I  
HARRIOTS SUMMARISED FACTORS
Number ^ of/im os_ 
m entioned
A® I n d u s t r i a l R e la tio n s
An in c e n tiv e  payment system®
I® Must be ju s t and f a i r  to  management and workers
and b e n e fit  both® They should be guided b y  d e fin e d
p o lic ie s  and procedures® (5 )
2® Should have th e  support o f  th e  workers and tra d e
u n ion s and g a in  t h e i r  confidence® I t  should not 
be p a te rn a lis tic ®  (5 )
3® Should c o ve r th e  maximum number o f  workers i n  a
f a c t o r y  to  p re ve n t dissensions® I t  should not
upset th e  n a tu r a l balance o f  wage rates® (3 )
4® Should s tim u la te  c o -o p e r a tio n  and teamwork amongst
th e  workers® (2 )
5® Should not be d e tr im e n ta l to  w e lfa re  o f  th e
w orke rs; should h e lp  t o  assure increased p ro d u c tio n
and th e re b y  promote th e  g e n e ral welfare® (2 )
6® Should s tim u la te  th e  c h a r a c t e r is t ic s  whioh th e
em ployer d e s ire s  to  m a in ta in  o r  improve® ( l )
7® Should s tim u la te  th e  i n t e r e s t  o f  th e  employee i n
th e  w e ll-b e in g  o f  th e  business® ( l )
B® O r g a n is a tio n  and T e c h n ic a l E f f i c i e n c y
An in c e n tiv e  payment system®
8® Should have f u l l  management support i n  such m a tte rs
as work s tu d y , s ta n d a rd ize d  shop pro ce d u re, in s tr u c tio n s
c o v e rin g  p o lic y  and m ethods, p ro d u c tio n , m a te ria l and
q u a l i t y  c o n tr o l and maintenance® (4 )
9® Must he r i g i d l y  m ain tain e d  so as to  enable th e  systems 
to  be m o d ifie d  where necessary i n  th e  in t e r e s t s  o f  
e q u ity  and e ffic ie n c y®  (3 )
(a )  Should n o t be c o s t ly  i n  o p e ra tio n  -  no 
exce ssive  c l e r i c a l  w ork.
(b )  Should reduce c o s ts .
Should be i n s t a l l e d  and m a in ta in e d  by an adequate
and competent i n d u s t r i a l  e n g in e e rin g  s t a f f  who 
should be f a i r  and i m p a r t i a l .
Should be based on p ro p e r jo b -e v a lu a t io n , 
tim e -s tu d ie s  and a c c u ra te  r a t e - s e t t i n g .
N u m b e r  o f  T im e s
M e n t io n e dgrgHsSTarrCTSS
(3 )
(3 )
(2)
(2)
■ Standards A nd I ncejrbive 
in c e n tiv e  payment system .
The r a t e  o r s ta n d ard  should be guaranteed u n t i l  
th e  jo b  i s  changed; no r a t e - o u t t i n g , and
u n r e s t r ic t e d  as to  e a rn in g . (6 )
The worker should be rewarded i n  d ir e c t  p r o p o r tio n
to  th e  in c re a se d  o u tp u t. ( 4 )
There shoiild be enough spread between th e  guaranteed
b a s e -ra te  and th e  normal b o n u s -ra te  to  p ro v id e  th e
necessary in c e n tiv e  f o r  e x tr a  e f f o r t ;  th e  reward s
should be generous. ( 4 )
H o u r ly  b a s e -ra te s  should he g u aran te e d . ( 4 )
There, should be a s ta n d a r d ize d  ta s k  a c c u ra te ly
s e t a t a re aso nab le l e v e l .  ( 3)
Workers* perform ance should be measured over as 
s h o rt a p e rio d  as p o s s ib le , p r e fe r a b ly  d a i l y , to
enable them to  check on th e  r e l a t i o n  between
t h e i r  e f f o r t  and e a rn in g s . ' ( 3 )
N um b e r  O f  T im e s
M e n t io n e d
19® There should be an e q u ita b le  adjustm ent f o r
f a i l u r e  to  meet th e  ta s k  when th e  cause o f
th e  f a i l u r e  i s  beyond th e  w o rke rs9 control® ( 3)
20® W orkers9 e f f o r t  should be assessed on an in d iv id u a l
basis® ( 2)
21® (a ) Standards should be ope rable i n  busy seasons
and d u ll  tim e s -  under extreme c o n d itio n s  o f  a
v a r ia b le  la b o u r market® (2 )
(b ) Fa vo u ra b le  e a rn in g s o b ta in e d  i n  th e  c a r r y in g  
out o f  a job i n  th e  course o f  a g iv e n  p e rio d ', 
should not be used t o  compensate f o r  low  
earnings o b ta in e d  from  o th e r  jobs o r i n  o th e r 
periods® ( l )
22® Time va lu e s  should be se t on th e  b a s is  o f  th e
average tim e a workman o f  average s k i l l  w orking 
at average speed under normal c o n d itio n s  w ith
reasonable re co gnised allowances® ( l )
23® There must be measurable o u tp u t and performance® ( l )
Do W orkers^ Understanding_and G r ie  vanoes |
An in c e n tiv e  payment system
24° Must be sim ple and e a s i ly  un derstoo d b y a l l
workers® ( 7 )
25* Should be i n  r e l a t i o n  to  i n d iv id u a l  performance
and e a s ily  c a lc u la b le  b y workers® ( 6)
26® Should have adequate g rie va n c e  machinery® ( 3 )
2 7 ® Should have a p p ro p ria te  safeguards f o r  workers® ( l )
N um b e r  O f  T im e s ^
M e n t io n e d
Eo S u p e rv is io n  
An in c e n tiv e  payment system .
28 . S u p e rvis o rs  should be a u to m a tic a lly  c o n tr o lle d
and a s s is te d . ( 2)
29® S u p e rvis o rs  should p la y  a m ajor r o le  i n  th e
programme and be f u l l y  t r a in e d  in  th e  fundam entals
o f  i n d u s t r i a l  e n g in e e rin g . ( l )
Fo Q u a l i t y  And Waste
An in c e n tiv e  payment system .
30. Measured stand ards must he based on d e f i n it e  
q u a l i t y  requirem ents and d ir e c t  c o n tr o ls  placed
o v e r w aste. ( l )
3 1 . Adequate steps should be ta k e n  t o  c o n tro l 
q u a l i t y  o f  o u tp u t, i n  p a r t ic u l a r  b y  in s p e c tio n  and
b y s u ita b le  work re c o rd in g  systems showing th e  in c id e n c e  
o f  s p o i lt  w ork. ( j )
0  2 1
APPEND IX X I
i X g L i . T J L 1  A 1 R E ,
To p re se rve  i n d iv id u a l  independence and a llo w  people to  f e e l  fre e  to  
answer t r u t h f u l l y  and w ith o u t r e s t r i c t i o n , NO NAME9 NUMBER o r any 
o th e r means o f  i d e n t i f i c a t i o n  i s  re q u ire d  on t h i s  q u e s tio n n a ir e .
0 s 1 ,  0 s 2 e t c . ,  in d ic a te s  t h a t  t h i s  form is  designed f o r  o p e r a tiv e s , 
and th e  1  and 2 e t c . ,  are sheet numbers®
1  should be g r a t e f u l  i f  you would complete t h i s  form e n t i r e l y  on yo u r 
own® When completed please place th e  form  i n  th e  envelope p ro v id e d , 
s e a l f i r m l y , and hand, i n  f o r  my colle ctio n ®
The com pleted forms w i l l  o n ly  be seen b y  myself® and used f o r  the 
purpose o f  re se arch in t o  f in a n c ia l  in c e n tiv e  schemes®
Thank; you f o r  y o u r help®
JoOo THOMSON
Would you please answer th e  fo llo w in g  q u e s tio n s  b y  p la c in g  a t i c k  i n  
th e  a p p ro p ria te  b o x :
T h is  i s  o n ly  an examp le  t o  as_sist you® and w i l l  not be in c lu d e d  i n  the 
research®
How good are you at tim ekeeping? 
I  am seldom l a t e  
I  am o c c a s io n a lly  l a t e  
I  am o f t e n  la t e  
I  am v e r y  o f t e n  l a t e
I f  you fe e l  t h a t  you are o n ly  l a t e  o c c a s io n a lly  you would t i c k  th e  second 
answer so v"*" »
We w i l l  now proceed w ith  th e  questions®
Ple a se  answer th ese q u e s tio n s  i n  c o rr e c t sequence® That i s  no. 1~2-3~4“ 5 , 
etc® , and please do not a l t e r  any o f  y o u r decisions®
Q u e s tio n  1 : How muc-h do you know about th e  ty p e  o f  f in a n c ia l
in c e n tiv e  scheme a p p lie d  to  you?
Answ ers: I  know a l o t  about th e  f in a n c ia l  in c e n tiv e  scheme
I  know a f a i r  amount about the f in a n c ia l  in c e n tiv e  
scheme
I  know a l i t t l e  about th e  f in a n c ia l  in c e n tiv e  
scheme
I  know n o th in g  about th e  f in a n c ia l  in c e n tiv e  
scheme
To what degree can you c a lc u la te  y o u r e arn in gs a t any 
p e rio d  o f  tim e i n  r e l a t i o n  to  bonus?
I  can c a lc u la te  my bonus at any p e rio d  o f  tim e
I  can c a lc u la te  my bonus most o f  th e  tim e
I  can c a lc u la te  my bonus at lim it e d  p e rio d s  o f  tim e
I  f in d  i t  d i f f i c u l t  to  c a lc u la te  my bonus a t any tim e
Q u e s tio n  3 s Do you u nderstand th e  recognised fo rm u la  f o r  
c a lc u la tin g  y o u r bonus?
Answ ers: I  f u l l y  understand th e  fo rm u la
I  have a good id e a  o f  th e  fo rm u la  
I  have a lim it e d  knowledge o f  th e  fo rm u la  
I  do not un d erstan d  th e  fo rm u la
Q u e s tio n  4s Do you u nderstand th e  fu n c tio n  o f  th e  p a r ts  o r  
processes you work upon?
Answ ers: I  f u l l y  u nderstand th e  fu n c tio n
I  have a reasonable knowledge o f  th e  fu n c tio n  
I  have a l im it e d  knowledge o f  th e  fu n c tio n  
I  have no r e a l knowledge o f  th e  fu n c tio n
Do you f u l l y  understand how a tim e sta nd ard  i s  
measured f o r  y o u r own work?
□
Answers;: 1  f u l l y  u nderstand
I  have a re aso nable u n d e rsta n d in g  
I  have a lim it e d  u n d e rsta n d in g  
I  have no u n d e rsta n d in g
n
□□□
□□□□
□P□□
□□□□
Q u e s tio n  6; To what e x te n t are you s a t is f ie d  w ith  y o u r 
management's p o lic ie s ?
Answ ers: I  am h ig h ly  s a t i s f i e d  w ith  management's p o l ic i e s
I  o b ta in  a medium degree o f  s a t is f a c t i o n  from 
management's p o lic ie s
I  o b ta in  a lim it e d  degree o f  s a t is f a c t i o n  from 
management's p o lic ie s
I  have no s a t i s f a c t i o n  from management's p o lic ie s
S ta te  th e  degree o f  s a t is f a c t i o j i  you o b ta in  from  th e  fo llo w in g  i n  y o u r 
own w orking situatio n®
T ic k  th e  a p p ro p ria te  box®
'g The company p o lic ie s
HIGH MEDIUM
Q u e s tio n  8 s Y o u r w orking c o n d itio n s
] [HIGH MEDIUM
is Y o u r immediate s u p e rv is io n
MEDIUM
.on 1 0 g Y o u r s e c u r ity
HIGH
r
jjMEDIUM
LOW N I L
LOW N I L
LOW N I L
LOW N I L
Answ ers;
Q u e s tio n  1 2 s 
Answers ;
Q u e s tio n  1 3 ; 
Answers;
Q u e s tio n  1 4 ? 
Answ ers;
Answ ers;
I  have q u ite  a number o f  loose tim e stand ards 
I  have some lo o se  tim e standards 
1  have v e r y  few lo o se  tim e standards 
I  have no lo o se  tim e standards
How w e ll do you c o n s id e r th e  f in a n c ia l  in c e n tiv e  
scheme works?
I  c o n s id e r i t  works e xtre m e ly  w e ll 
I  c o n s id e r i t  works v e r y  w e ll 
I  c o n s id e r i t  works f a i r l y  w e ll 
I  do not c o n s id e r i t  works w e ll
How q u ic k ly  are work q u e rie s  d e a lt w ith?
They are d e a lt w ith  a t onoe
They are d e a lt  w ith  q u ite  soon
There are some d e la ys  when d e a lin g  w ith  q u e rie s
There are many q u e rie s  th a t  ta k e  a l o t  o f  tim e
Are th e  tim e stand ards i n  y o u r departm ent based 
A  comprehensive method stu d y 
Reasonable method stu d y 
A  p a r t i a l  method stu d y 
No method stu d y
How much support does Work S tu d y / E s tim a tin g  
re c e iv e  from  management i n  g e n e ral f o r  t h e i r  
techniques?
A  la r g e  amount
A  reasonable amount
A  l im it e d  amount
H o w  m a n y  l o o s e  t i m e  s t a n d a r d s  d o  y o u  h a v e ?
H a r d l y  a n y
0  g 5
l e s t i o n  lo g
A n s w e r s  g
io n  17 '
Answ ers;
Q u e s tio n  18 ;
Answ ers;
How accurate are you i n  boo king w a itin g  tim e?
X am e x tre m e ly  accurate i n  booking w a itin g  tim e 
I  am re a so n a b ly accurate i n  booking w a itin g  tim e 
I  am sometimes in a c c u ra te  i n  booking w a itin g  tim e 
I  am o f t e n  in a c o u ra te  i n  boo king w a itin g  tim e
How accurate are you i n  boo king o f f  one job and 
on to  another?
I  am e xtre m e ly accurate i n  booking 
I  am re a so n a b ly accurate i n  booking 
I  am not v e r y  accurate i n  booking 
I  am not a t a l l  accurate i n  booking
How o f t e n  do you f in d  i t  necessary to  overbook on 
some jo b s , and underbook on o th e rs?
I  o f t e n  f in d  i t  n e ce ssa ry, to  balance my work •
I  o c c a s io n a lly  have to  do i t
I  v e r y  r a r e ly  have t o  do i t
I  n e ve r f in d  i t  necessary
□□□□
□□
□
□□□□
Answ ers:
Answers:
How much do you c o -o p e ra te  w ith  th e  Work Study o r 
E s tim a tin g  Departm ent?
I  c o -o p e ra te  f u l l y
I  c o -o p e ra te  re aso n a b ly
I  g iv e  a l im it e d  c o -o p e r a tio n
I  do not c o -o p e ra te
Do you c o n s id e r i t  necessary t o  put th e  same e f f o r t  in to  
an unmeasured job as one th a t..h a s  a tim e standard?
I  c o n s id e r you should put i n  th e  same e f f o r t
I  c o n s id e r you should put i n  a reasonable e f f o r t
I  c o n s id e r you should put i n  f a r  le s s  e f f o r t
I  c o n s id e r you should put i n  c o n s id e ra b ly  le s s
e f f o r t
□□□□
□c
□
0 : 6
Q u e s tio n  2 2 ; 
Answer? s
Q u e s tio n  23s 
Answ ers:
Q u e s tio n  24 s 
Answ ers:
Q u e s tio n  2f>% 
Answ ers;
Q u e s t i o n  2 1 s
A n s w e r s ;
How w e ll do s u p e r v is io n  c o n tr o l th e  b o o kin g  o f  
work?
S u p e rv is io n  c o n tr o l b o o kin g  o f  work v e r y  w e ll indeed
S u p e rv is io n  c o n tr o l i s  reasonable
S u p e rv is io n  c o n tr o l th e  booking t o  a l im it e d  degree
S u p e rv is io n  seem t o  have no c o n tr o l on th e  boo king 
o f  work
How e f f e c t i v e  do you c o n s id e r th e  departm ent you are 
a s s o c ia te d  w ith?
I  c o n s id e r i t  to  be h ig h ly  e f f e c t i v e
I  c o n s id e r i t  to  be v e r y  e f f e c t i v e
I  c o n s id e r i t  to  be f a i r l y  e f f e c t i v e
I  c o n s id e r i t  has l i t t l e  e ffe c tiv e n e s s □
How w e ll i s  th e  work scheduled and a llo c a te d  to  o p e ra tiv e s ?
I t  i s  scheduled and a llo c a te d  e xtre m e ly  w e ll
I t  i s  scheduled and a llo c a te d  q u ite  w e ll
I t  i s  scheduled and a llo c a te d  m o d e ra te ly w e ll
I t  i s  scheduled and a llo c a te d  b a d ly
How w e ll i s  scrap and r e c t i f i c a t i o n  c o n tro lle d ?
Scrap and r e c t i f i c a t i o n  i s  c o n tr o lle d  v e r y  e f f e c t i v e l y
There i s  re aso n a b ly c o n tr o l o f  scrap and r e c t i f i c a t i o n
There i s  not a l o t  o f  c o n tr o l o ve r scrap and 
r e c t i f i c a t i o n
There i s  no c o n tr o l o f  scrap and r e c t i f i c a t i o n
How e f f e c t i v e  are in s p e c to rs  i n  c o n tr ib u tin g  to  p r o d u c t iv it y ?  
They are e xtre m e ly  e f f e c t i v e  
They are re a s o n a b ly e f f e c t i v e  
They c o n tr ib u te  s l i g h t l y  
They do not c o n tr ib u te
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Q u e s tio n  26s Would you please in d ic a te  how lo n g  you have worked f o r  t h i s  
company?
Answ ers: Le s s  th a n  two ye a rs
Two t o  f i v e  y e a rs  
F iv e  to  t e n  ye a rs  
O ve r t e n  y e a rs
;io n  2 7 : Would you please t i c k  y o u r a p p ro p ria te  age b ra c k e t?
Answers.': Under tw e n ty  y e a rs  o f  age
Twenty to  t h i r t y  y e a rs  o f  age 
T h i r t y  t o  f o r t y  ye a rs o f  age 
O ver f o r t y  ye a rs o f  age
Q u e s tio n  2 8 : How lo n g  have you been d o in g  yo u r p re se n t job i n  t h i s
company?
Answ ers: Le s s  th a n  two y e a rs
Two to  f i v e  ye a rs  
F iv e  to  t e n  y e a rs  
Over t e n  ye a rs
Q u e s tio n  29s I f  you have worked f o r  another company, how does y o u r
pre se nt company compare?
Answ ers: My p re se n t company i s  much b e t t e r
My pre se nt company i s  s l i g h t l y  b e t t e r
My pre se nt company i s  about th e  same
My pre se n t company i s  not as good
P l e a s e 't i c k  th e  a p p ro p ria te  box as to  whether you ares
S IN G LE FEMA1
Would you please use t h i s  space f o r  any f u r t h e r  c o n tr ib u tio n s  o r comments? 
P LE A S E  PRINTo
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A PPEND IX I I I  
Q U E S T I O N N A I R E
T h is  form  i s  designed f o r  a l l  le v e ls  o f  management, and to  p re se rve anonym ity 
no names o r  o th e r means o f  i d e n t i f i c a t i o n  are re q u ir e d .
Q
M re p re s e n ts  Management, and 1 ,  2 e t c . ,  sheet numbers.
I  should be g r a t e f u l  i f  you would com plete t h i s  form w ith o u t a ssista n ce  
and when completed please place th e  form  i n  th e  envelope p ro v id e d , seal 
and hand i n  to  th e  personnel departm ent f o r  my c o l le c t i o n .
The com pleted forms w i l l  be c o n fid e n t ia l  and o n ly  used f o r  my re se arch in t o  
f in a n c ia l  in c e n tiv e  schemes.
JoOo THOMSON
T h is  i s  o n ly  an example t o  a s s is t y o u , and w i l l  not be in c lu d e d  i n  th e  re se arch
Q u e s tio n s How good are you at tim ekeeping?
Answ ers; I  am seldom la t e
I  am o c c a s io n a lly  la ,te  
I  am o f t e n  l a t e  
I  am v e r y  o f t e n  l a t e
I f  you fe e l  th a t you are o n ly  l a t e  o c c a s io n a lly , you would t i c k  th e  second 
answer so t o  0
We w i l l  now proceed w ith  th e  q u e s tio n s .
P le a se  answer th e se  q u e s tio n s  i n  c o rr e c t sequence. That i s  No. 1-2 -3 -*4 -5 » e t c . ,  
ar^  P l e^se He not a l t e r  any o f  y o u r d e c is io n s .
Q u e s t i o n  I s
A n s w e r s :
Q u e s tio n ) 2 ; 
Answ ers;
Q u e s tio n  3 : 
Answers!
Q u e s tio n  fit 
Answers g
Q u e s tio n  5s 
Answers?
How muoh do o p e ra tiv e s  know about th e  ty p e  o f  f in a n c ia l  
in c e n tiv e  scheme a p p lie d  to  them?
They know a l o t  about th e  f in a n c ia l  in c e n tiv e  scheme
ft
They know a f a i r  amount about the f in a n c ia l  
in c e n tiv e  scheme
They know l i t t l e  about th e  f in a n c ia l  in c e n tiv e  
scheme
They know n o th in g  about th e  f in a n c ia l  in c e n tiv e  
scheme
To what degree oan o p e ra tiv e s  c a lc u la te  t h e i r  earn in gs 
a t' any p e rio d  o f  tim e i n  r e l a t i o n  t o  b o m s?
They can c a lc u la te  t h e i r  b o m s  at any p e rio d  o f  tim e
'They can c a lc u la te  t h e i r  b o m s  most o f  th e  tim e
They can c a lc u la te  t h e i r  b o m s  at l im it e d  p e rio d s
o f  tim e
They f i n d  i t  d i f f i c u l t  to  c a lc u la te  t h e i r  bonus 
at any tim e
How w e ll do o p e ra tiv e s  understand th e  re co gnised fo rm u la  
f o r  c a lc u la t in g  t h e i r  bonus?
They f u l l y  un d erstan d  th e  form ula,
They have a good id e a  o f  th e  fo rm u la
They have a l im it e d  knowledge o f  th e  fo rm u la
They do..'not un d erstan d  the fo rm u la
Do o p e ra tiv e s  know th e  fu n c tio n  o f  the p a rt o r  process 
t h a t  th e y  work upon?
They f u l l y  u nderstand th e  fu n c tio n
They have a reasonable knowledge o f  th e  fu n c t io n
They have a l im it e d  knowledge o f  th e  fu n c tio n
They have no knowledge o f  th e  fu n c tio n
Do you t h in k  o p e ra tiv e s  f u l l y  understand how a tim e , 
stand ard i s  measured f o r  t h e i r  own work?
They f u l l y  u nderstand
They have a reaso nable u n d e rsta n d in g
They have a lim it e d  u n d e rsta n d in g
They have no u n d e rs ta n d in g
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Q u e s tio n  6% Tp what e x te n t are th e  o p e ra tiv e s  s a t i s f i e d  w ith  management’ s 
p o lic ie s ?
Answers: They are h ig h ly  s a t i s f i e d  w ith  management’ s p o lic ie s
They o b ta in  a medium degree o f  s a t i s f a c t i o n  from 
management’ s p o lic ie s
They o b ta in  a lim it e d  degree o f  s a t is f a c t i o n  from 
management’ s p o lic ie s
They have no s a t i s f a c t i o n  from management’ s 
p o lic ie s
□
|“ t
Lj
S ta te  th e  degree o f  s a t i s f a c t i o n  th e  o p e ra tiv e s  o b ta in  from  th e  fo llo w in g  
i n  t h e i r  own w orking s i t u a t i o n .
T ic k  th e  a p p ro p ria te  box®
Q u e s tio n  ? g The company p o lic ie s
HIGH Eium j P low  j n i l  ]
Q u e s tio n  8 : T h e ir  w orking c o n d itio n s
HIGH MEDIUM LOW M L
T h e ir  immediate s u p e r v is io n
HIGH MEDIUM M L
1 0 : T h e ir  s e c u r it y
HIGH MEDIUM LOW M L
M  s 4
Q u e s t i o n  1 1 s
A n s w e r s ;
Answ ers;
Q u e s tio n  1 3 ; 
Answ ers;
Answ ers;
Q u e s tio n  1 5 ; 
Answers?
How many lo o se  tim e stand ards do o p e ra tiv e s  have?
They have q u ite  a number o f  loose tim e stand ards 
They have some lo o se  tim e standards 
They have o n ly  a few  lo o se  tim e standards 
They have no lo o se  tim e standards
How w e ll do you c o n s id e r th e  f in a n c ia l  in c e n tiv e  scheme 
works?
I  c o n s id e r i t  works e xtre m e ly  w e ll 
I  c o n s id e r i t  works v e r y  w e ll 
I  c o n s id e r i t  works f a i r l y  w e ll 
I  do not c o n s id e r i t  works w e ll
How q u ic k ly  are work q u e rie s  d e a lt w ith ?
They are d e a lt  w ith  at once
They are d e a lt w ith  q u ite  soon
There are some d e la y s  i n  d e a lin g  w ith  q u e rie s
There are many q u e rie s  th a t  ta ke  a l o t  o f  tim e
Are th e  tim e  stand ard s i n  y o u r departm ent based upon;
A  comprehensive method study?
Reasonable method study?
A  p a r t i a l  method study?
No method study?
How much support does Work S tu d y / E s tim a tin g  re c e iv e  
from Management i n  g e n e ral f o r  t h e i r  techniques?
A la r g e  amount
A re aso nable amount
A lim it e d  amount
H a r d l y  a n y
\
\
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Q u e s tio n  1 6 ; How accurate are o p e ra to rs  i n  boo king w a itin g  tim e?
Answ ers: They are e x tre m e ly  accurate i n  boo king w a itin g  tim e
They are re a s o n a b ly accurate i n  b oo kin g  w a itin g  tim e 
They are sometimes in a c c u ra te  i n  boo kin g  w a itin g  tim e 
They are o f t e n  in a c c u ra te  i n  b oo kin g  w a itin g  tim e
Q u e s tio n  1 7 : How accurate are o p e ra tiv e s  i n  boo king o f f  one job
and on t o  another?
Answers; They are e x tre m e ly  accurate i n  h oo king
They are re a s o n a b ly accurate i n  boo king 
They are not very  aoourate i n  booking 
They are not at a l l  accurate i n  hooking'
How o ft e n  do o p e ra tiv e s  f in d  i t  necessary to  overbook 
on some jo b s , and underbook on oth e rs?
Answ ers: They o f t e n  f i n d  i t  n e c e ssa ry, to  balance work
They o c c a s io n a lly  have t o  do i t  
They v e r y  r a r e ly  have t o  do i t  
They ne ve r f i n d  i t  necessary
Q u e s tio n  1 9 : How much do o p e ra tiv e s  c o -o p e ra te  w ith  Work Study o r
E s tim a tin g  Departm ent?
Answ ers; They c o -o p e ra te  f u l l y
They c o -o p e ra te  re a s o n a b ly 
They g iv e  a lim it e d  c o -o p e r a tio n  
They do not c o -o p e ra te
Que s t io n  20; Do o p e ra tiv e s  c o n s id e r i t  necessary to  put th e  same 
e f f o r t  in to , an unmeasured job as one th a t  has a tim e
Answ ers:  They c o n s id e r th e y  should put i n  th e  same e f f o r t
They c o n s id e r th e y  should put i n  a re aso nable 
e f f o r t
They c o n s id e r th e y  should put i n  le s s  e f f o r t
They c o n s id e r th e y  should put i n  c o n s id e ra b ly  
le s s  e f f o r t
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Answ ers: S u p e rv is io n  c o n tr o l b o o kin g  o f  work v e r y  w e ll indeed
S u p e rv is io n  c o n tr o l i s  reasonable
S u p e rv is io n  c o n tr o l th e  b oo kin g  to  a l im it e d  degree
S u p e rv is io n  seem to  have no c o n tr o l o .f th e  
b o o kin g  o f  work
Q u e s t i o n  2 1 s H o w  w e l l  d o  s u p e r v i s i o n  c o n t r o l  t h e  h o o k i n g  o f  w o r k ?
□□□□
Q u e s tio n  2 2 ; How e f f e c t i v e  do you c o n s id e r the departm ent you  are 
a s s o c ia te d  w ith?
Answ ers: I  c o n s id e r i t  t o  be h ig h ly  e f f e c t i v e
I  c o n s id e r i t  t o  be v e r y  e f f e c t i v e
I  c o n s id e r i t  to  be f a i r l y  e f f e c t i v e
1  c o n s id e r i t  has l i t t l e  e ffe c tiv e n e s s
□□
□
Q u e s tio n  23s How w e ll i s  th e  work scheduled and a llo c a te d  to  o p e r a tiv e s '
Answers: I t  i s  scheduled and a llo c a te d  e xtre m e ly w e ll
I t  i s  scheduled and a llo c a te d  q u ite  w e ll
I t  i s  scheduled and a llo c a te d  m od e rately w e ll
I t  i s  scheduled and a llo c a te d  b a d ly
Q u e s tio n  2 4 ° How w e ll i s  scrap and r e c t i f i c a t i o n  c o n tro lle d ?
□□□□
Answ ers: Scrap and r e c t i f i c a t i o n  i s  c o n tr o lle d  v e r y  e f f e c t i v e l y
There i s  re aso nable c o n tr o l o f  scrap and r e c t i f i c a t i o n
There i s  not a l o t  o f  c o n tr o l o ve r scrap and 
r e c t i f i c a t i o n
There, i s  no c o n tr o l o v e r sorap and r e c t i f i c a t i o n
□
□
How e f f e c t i v e  are in s p e c to rs  i n  c o n tr ib u tin g  to  p r o d u c t iv it y ?  
They are e x tre m e ly  e f f e c t i v e  □
They are re a s o n a b ly e f f e c t i v e  
They c o n tr ib u te  s l i g h t l y  
They do not c o n tr ib u te
□□□
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Q u e s t i o n  2 6 ?
Answers!
Would you please in d ic a te  how l<sng you have worked f o r  
t h i s  company?
Le s s  th a n  two y e a rs  
Two t o  f i v e  ye a rs  
F iv e  t o  t e n  y e a rs  
Over t e n  ye a rs □
Q u e s tio n  2 7 : 
Answ ers;
Would you please t i c k  y o u r a p p ro p ria te  age b ra c k e t?  
Under tw e n ty  ye a rs  o f  age 
Twenty to  t h i r t y  ye a rs  o f  age 
T h i r t y  to  f o r t y  ye a rs  o f  age 
O ve r f o r t y  ye a rs  o f  age
Q u e s tio n  28s How lo n g  have you been d o in g  y o u r p re se nt jo b  i n  t h i s  
company?
Answers!CMgeae«Mtg»3WgaggaBcaW
[HtrzAVtrsaJ
Answ ers:
Le s s  th a n  two ye a rs  
Two t o  f i v e  y e a rs  
F iv e  t o  t e n  y e a rs  
Over t e n  ye a rs
I f  you have worked f o r  a n oth er company, how does y o u r 
pre se nt company compare?
My pre se nt company i s  muoh b e t t e r  
My pre se nt company i s  s l i g h t l y  b e t t e r  
My pre se nt company i s  .about th e  same 
My pre se nt company i s  not as good
P le a s e  t i c k  th e  a p p ro p ria te  b ox as to  whether you are:
MARRIED SINGLE! MALE FEM A LE
Would you please use t h i s  space f o r  any f u r t h e r  c o n tr ib u tio n s  o r  comments?
P LE A S E  PR IN T
I
WSrl
A P P EN D IX  I V  
Q U E  S T I O N N "  A I R E77Vns*xz253&*ntm£*r*t*A: asm w i: wamsmsBxt*
T h is  form  i s  designed f o r  p erso n ne l re s p o n s ib le  f o r  e s ta b lis h in g  ’ Time 
S ta n d a rd s ’ whether b y  any form  o f  e s tim a tin g , tim e s tu d y , s y n th e tic s , 
a n a l y t i c a l  e s tim a tin g , a c t i v i t y  sam pling, p re determ ined m otion tim e 
stand ards o r h i s t o r i c a l  d a ta . As a l l  o f  these techniques a re  p a r t  o f  
Work S tu d y , th e  p r e f i x  o f  th e  form  i s  WS and th e  numbers r e la t e  to  
th e  number o f  pages.
I  should be g r a t e f u l  i f  yo u  would complete t h i s  form  e n t i r e l y  on y o u r own.
P le a s e  do n o t p u t any name o r i d e n t i f i c a t i o n  i n  o rd e r t h a t  y o u r anonym ity 
may be p re s e rv e d .
When com pleted, p le a se  p la c e  th e  form  i n  th e  envelope p ro v id e d , s e a l , and 
hand i n  to  th e  p e rso n ne l departm ent f o r  my c o l le c t i o n .
The com pleted form s w i l l  be c o n fid e n t ia l  and o n ly  used f o r  my re se a rc h  in t o  
f in a n c ia l  in c e n tiv e  schemes.
Thank you  f o r  yo u r h e lp .
J . 0 o THOMSON
Would yo u  p le a se  answer th e  fo llo w in g  q u e stio ns b y  p la c in g  a t i c k  i n  th e  
a p p ro p ria te  h o x .
T h is  i s  o n ly  an example to  a s s is t  y o u , and w i l l  n o t be in c lu d e d  i n  th e  
re s e a rc h .
□□
□
Quest io n ; How good are  you a t  tim ekeeping?
Answ ers; I  am seldom l a t e
1  am o c c a s io n a lly  l a t e
I  am o ft e n  l a t e
I  an v e r y  o fte n  la t e
I f  you  f e e l  t h a t  yo u  a re  o n ly  l a t e  o c c a s io n a lly , yo u  would t i c k  th e  second 
answer so .
We w i l l  now proceed w ith  th e  q u e s tio n s .
P le a s e  answer th ese q u e s tio n s  i n  c o rr e c t sequence. Th a t i s  N o . 1 - 2 —3-4—5, 
and p le a se  do n o t a l t e r  any o f  y o u r d e c is io n s .
etc
WS s 2
How much do o p e ra tiv e s  know about th e  ty p e  o f  
f in a n c ia l  in c e n tiv e  shceme a p p lie d  to  them?
Answers.: They know a l o t  about th e  f in a n c ia l  in c e n tiv e  scheme
They know a f a i r  amount about th e  f in a n c ia l  in c e n tiv e  
schemeo
They know l i t t l e  about th e  f in a n c ia l  in c e n tiv e  scheme
They know n o th in g  about th e  f in a n c ia l  in c e n tiv e  
scheme
To what degree can o p e ra tiv e s  c a lc u la te  t h e i r  earn in gs 
at any p e rio d  o f  tim e i n  r e l a t i o n  to  bonus?
Answ ers: They can c a lc u la te  t h e i r  bonus at any p e rio d  o f  tim e
They can c a lc u la te  t h e i r  b o m s  most o f  th e  tim e
They can c a lc u la te  t h e i r  b o m s  at l im it e d  p e rio d s  o f  
time®
T h q y fin d  i t  d i f f i c u l t  to  c a lc u la te  t h e i r  b o m s  at any 
time®
io n  3 ; How w e ll do o p e ra tiv e s  understand th e  re og n ised  fo rm u la
f o r  c a lc u la t in g  t h e i r  b o m s?
Answ ers: They f u l l y  understand th e  fo rm u la
They have a good id e a  o f  th e  fo rm u la
They have a l im it e d  knowledge o f  th e  fo rm u la
They do not understand th e  fo rm u la
Do o p e ra tiv e s  know th e  fu n c tio n  o f  th e  p a rt o r 
process t h a t  th e y  work upon?
Answ ers: They f u l l y  understand th e  fu n c tio n
They have a reasonable knowledge o f  th e  fu n c tio n
They have a lim it e d  knowledge o f  th e  fu n c tio n
They have no knowledge o f  th e  fu n c tio n
Do you t h in k  o p e ra tiv e s  f u l l y  u nderstand how a tim e 
stand ard i s  measured?
Answ ers: They f u l l y  understand
They have a re aso nable u n d e rsta n d in g
They have a lim it e d  u n d e rsta n d in g
They have no u n d e rs ta n d in g □□
□□
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Q u e s tio n  6s To what e x te n t are th e  o p e ra tiv e s  s a t i s f i e d  w ith  
management's p o lic ie s ?
Answ ers; They are h ig h ly  s a t i s f i e d  w ith  management’ s p o lic ie s
They o b ta in  a medium degree o f  s a t i s f a c t i o n  from 
management’ s p o lic ie s
They o b ta in  a lim it e d  degree o f  s a t i s f a c t i o n  from 
• management’ s p o lic ie s
They have no s a t i s f a c t i o n  from management’ s 
p o lic ie s
□□
S ta te  th e  degree o f  s a t i s f a c t i o n  th e  o p e ra tiv e s  o b ta in  from th e  fo llo w in g  i n  
t h e i r  own w orking situatio n®
T ic k  th e  a p p ro p ria te  box®
Q u e s tio n  7 s $he Company P o li c ie s  
HIGH MEDIUM LOW N I L
Q u e s tio n  8 ; T h e ir  w orking c o n d itio n s  — ivn'T a w
H IGH MEDIUM LOW N I L
T h e ir  immediate s u p e rv is io n  
HIGH MEDIUM LOW N I L
T h e ir  s e c u r it y  
H IGH MEDIUM LOW N I L
WS s 4
Q u e s t i o n  1 1 g
A n s w e r s ;
Q u e s tio n  1 2 : 
Answ ers;
Q ue stio n  1 3 ;cijfegg;**1 P W 1 "f 'I tt 1
Answers;
Q u e s tio n  1 4  
Answ ers;
Q u e s tio n  15 
Answers s
I  have q u ite  a number o f  loose tim e standards 
I  have some loose tim e  standards 
I  have v e r y  few lo o se  tim e standards 
I  have no lo o se  tim e standards-
How w e ll do you c o n s id e r th e  f in a n c ia l  in c e n tiv e  scheme works 
I  c o n s id e r i t  works e xtre m e ly w e ll 
I  c o n s id e r i t  works v e r y  w e ll 
I  c o n s id e r i t  works f a i r l y  w e ll 
I  do not c o n s id e r i t  works w e ll
How q u ic k ly  are work q u e rie s  d e a lt w ith ?
They are d e a lt w ith  at once
They are d e a lt w ith  q u ite  soon
There are some d e la y s  i n  d e a lin g  w ith  q u e rie s
There are many q u e rie s  th a t  ta ke  a l o t  o f  tim e
Are th e  tim e standards i n  y o u r department based upon;
A  comprehensive method study?
Reasonable method study?
A p a r t i a l  method study?
NQ method stu d y
H o w  m a r$ r l o o s e  t i m e  s t a n d a r d s  d o  y o u  h a v e ?
How much support does Work S tu d y / E s tim a tin g  re c e iv e  
from  management i n  g e n e ral f o r  t h e i r  techniques?
A la r g e  amount 
A  re aso nable amount 
A l im it e d  amount 
H a r d ly  any
WS ? 5
Q u e s tio n  1 7 ; 
Answers?
Q u e s tio n  1 8 ;
/f
Answers;
Q u e s tio n  19? 
Answ ers;
Q u e s tio n  20s 
Answ ers;
Q u e s t i o n  1 6 ;
A n s w e r s ;
How accurate are o p e ra to rs  i n  boo king w a itin g  tim e?
They are e xtre m e ly  accurate i n  b o o kin g  w a itin g  tim e 
They are re a s o n a b ly accurate i n  b oo kin g  w a itin g  tim e 
They are sometimes in a c c u ra te  i n  b o o kin g  w a itin g  tim e 
They are o f t e n  in a c c u ra te  i n  hoo king w a itin g  tim e
How accurate are o p e ra tiv e s  i n  boo king o f f  one job 
and on to  another?
They are e x tre m e ly  accurate i n  boo kin g  
They are re a s o n a b ly accurate i n  b oo kin g  
They are not v e r y  accurate i n  booking 
They are not at a l l  accurate i n  b oo kin g
How o ft e n  do o p e ra tiv e s  f i n d  i t  necessary to  overbook 
on some jo b s , and underbook on o th e rs?
They o f t e n  f i n d  i t  n e c e ssa ry, t o  balance work 
They o c c a s io n a lly  have t o  do i t  ■
They v e r y  r a r e ly  have to  do i t  
They ne ve r f i n d  i t  necessary
How much do o p e ra tiv e s  c o -o p e ra te  w ith  th e  Work Study 
o r  E s tim a tin g  Departm ent?
They c o -o p e ra te  f u l l y
They c o -o p e ra te  re a so n a b ly
They g iv e  a lim it e d  c o -o p e r a tio n
They do not c o -o p e ra te
Do o p e r a tiv e s  c o n s id e r i t  necessary to  put th e  same e f f  
in t o  an unmeasured jo h  as one th a t  has a tim e  standard?
They c o n s id e r th e y  should put i n  th e  same e f f o r t
They c o n s id e r th e y  should put i n  a re aso nable e f f o r t
They c o n s id e r th e y  should put i n  le s s  e f f o r t
They c o n s id e r th e y  should put i n  c o n s id e ra b ly  
le s s  e f f o r t
□ □□□ 
□□□□ 
□□□□ 
□□□□ 
* 
□□□□
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Q u e s t i o n  2 1 g
A n s w e r s  g
Q u e s tio n  2 2 g 
Answ ers;
S u p e rv is io n  c o n tr o l th e  b o o kin g  o f  work v e r y  w e ll 
indeed
S u p e rv is io n  c o n tr o l i s  reasonable
S u p e rv is io n  c o n tr o l th e  boo king t o  a l im it e d  
degree
S u p e rv is io n  seems t o  have no c o n tr o l of; th e  
bo o kin g  o f  work
How e f f e c t i v e  do you c o n s id e r the departm ent you are 
a s s o c ia te d  w ith?
I  c o n s id e r i t  to  be h ig h ly  e f f e c t i v e
I  c o n s id e r i t  t o  be v e i y  e f f e c t i v e
X c o n s id e r i t  t o  be f a i r l y  e f f e c t i v e
I  c o n s id e r i t  has l i t t l e  e ffe c tiv e n e s s
H o w  w e l l  d o  s u p e r v i s i o n  c o n t r o l  t h e  b o o k i n g  o f  w o r k ?
Q u e s tio n  23s How w e ll i s  th e  work scheduled and a llo c a te d  t o  o p e ra tiv e s ?
Answ ersg I t  i s  scheduled and a llo c a te d  e xtre m e ly w e ll
I t  i s  scheduled and a llo c a te d  q u ite  w e ll
I t  i s  scheduled and a llo c a te d  m o d e ra te ly w e ll
I t  i s  scheduled and a llo c a te d  b a d ly
Q u e s tio n  2 4 s How w e ll i s  scrap and r e c t i f i c a t i o n  c o n tro lle d ?
Answ ers; Scrap and r e c t i f i c a t i o n  i s  c o n tr o lle d  v e r y  e f f e c t i v e l y
There i s  a re aso nable c o n tr o l o f  scrap and 
r e c t i f i c a t i o n
There i s  not a l o t  o f  c o n tr o l o ve r scrap and 
r e c t i f i c a t i o n
There i s  no c o n tr o l o f  scrap and r e c t i f i c a t i o n
How e f f e c t i v e  are in s p e c to rs  i n  c o n tr ib u tin g  to  
p r o d u c t iv it y ?
Answ ers; They are e xtre m e ly  e f f e c t i v e
They are re a so n a b ly e f f e c t i v e
They c o n tr ib u te  s l i g h t l y
T h e y  d o  n o t  c o n t r i b u t e
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Q u e s t i o n  2 6 :
A n s w e r s :
Q u e s tio n  27s 
Answ ers:
Answ ers:
Q u e s tio n  29s
Answers:
Would you  please in d ic a te  how lo n g  you have worked f o r  
t h i s  company?
Le s s  th a n  two ye a rs
Two to  f i v e  ye a rs
F iv e  t o  t e n  ye a rs
Over t e n  y e a rs
Would you please t i c k  y o u r a p p ro p ria te  age b ra c k e t?
Under tw e n ty  ye a rs  o f  age
Twenty to  t h i r t y  y e a rs  o f  age
T h i r t y  t o  f o r t y  ye a rs  o f  age
O ver f o r t y  ye a rs  o f  age
How lo n g  have you been doin g y o u r p re se n t jo b  i n  t h i s  
company?
Le s s  th a n  two ye a rs  
Two t o  f i v e  y e a rs  
F iv e  to  t e n  ye a rs  
O ver t e n  ye a rs
I f  you have worked f o r  an o th e r company, how does yo u r 
pre se n t company compare?
My p re se n t company i s  much b e t t e r
My pre se nt company i s  s l i g h t l y  b e t t e r
My p re se nt company is  about th e  same
My pre se nt company i s  not as good
□
P le a se  t i c k  the appro p r ia t e  b ox as to  whether you are:
S IN G LE MALE FEM ALE
Would you please use t h i s  space f o r  any f u r t h e r  c o n tr ib u tio n s  o r  comments. 
P L E A S E  P R IN T .
HOW AN IN C E N T IV E  SCHEME WORKS -  G ,Ao & CO* L T D ®
APPENDIX V
WHAT I S  WORK STUDY?
In c e n tiv e  w orking i s  based on Work Study and th e  f i r s t  q u e s tio n  many people 
w i l l  ask i s  ’ What i s  Work S tu d y ? ’
Work Study combines Method Study and Time Study
( 1 )  Method Study i s  th e  te c h n iq u e  o f  exam ining and s e t t in g  out 
th e  way i n  which jo b s  are perform ed (e®g® th e  way i n  which 
th in g s  are h a n d le d , th e  ty p e  o f  equipment u s e d , etc®) i n  o rd e r 
to  f i n d  th e  b e s t method®
(2 ) Time Study i s  a method o f  m easuring th e  tim e needed f o r  a 
w orker o f  normal a b i l i t y  to  complete a g iv e n  q u a n t it y  o f  work 
when w orking at normal speed and u s in g  th e  d e fin e d  method®
O f  c o u rse , some o p e ra to rs  work f a s t e r  th a n  o th e r s , th e r e fo r e  a 
method o f  m easuring th e  speed o f  w orking i s  n e c e ssa ry. Work Study 
p r a c t it io n e r s  are tr a in e d  t o  assess th e  speed and e f f o r t  o f  an 
o p e ra tiv e  s tu d ie d  i n  r e l a t i o n  t o  Standard Perform ance. Standard 
Perform ance, under in c e n tiv e  c o n d itio n , i s  e q u iv a le n t to  a man 
w a lk in g  at a ste a d y 4 m ile s  p e r hour®
What i s  so d i f f e r e n t  about, a Work Study In c e n tiv e  Scheme?
I s n ’ t  i t  th e  same as piecework?
Piecework g iv e s  a p ric e  i n  money term s ( e .g .  6d. p e r 10 p ie c e s ) f o r  
a job and le a ve s  i t  to  th e  o p e r a to r ’ s d is c r e t io n  to  f in d  th e  b e s t method 
o f  working® No s p e c ia l arrangements are made to  c a te r  f o r  snags and 
d i f f i c u l t i e s  i n  th e  job o r  t o  c a te r  f o r  th e  s k i l l  and e f f o r t  required®
Our Scheme, which is  based on Work S tu d y , e s ta b lis h e s  tim e s f o r  
jo b s and i s  not r e la te d  d i r e c t l y  t o  money®
Work Study la y s  down a p re c is e  method o f  w o rkin g , th e  equipment 
n e c e ssa ry, and makes p r o v is io n  f o r  th e  s u p p ly and d is p o s a l of w ork.
I t  a ls o  p ro vid e s  allow ances f o r  f a t ig u e , e f f o r t ,  c o n c e n tra tio n , 
w orking c o n d itio n s , etc®, and a n c i l l a r y  work such as b o o kin g  o f  
work® An In c e n tiv e  Scheme, based on Work S tu d y , rewards -the w orker 
a cco rd in g  to  th e  s k i l l  and e f f o r t  required®
I t  i s  im p o rta n t to  remember t h a t  th e  In c e n tiv e  Scheme o n ly  rewards 
e x t r a  p ro d u c tio n  when t h i s  i s  bro ught about b y e x t r a  s k i l l  and e ffo rt®  
E x t r a  p ro d u c tio n  f o r  th e  same s k i l l  and e f f o r t  does not a u to m a tic a lly  
mean more money®
E x a c t l y  how does a Work S tud y O f f i c e r  c a lc u la te  a tim e on a job?
B e fo re  tim in g  a jo b , th e  equipment and th e  method o f  p e rfo rm in g  
work are v e r y  c a r e f u l l y  d e fin e d  and th e  s t a r t in g  and f in i s h i n g  p o in ts  o f  
th e  job id e n tifie d ®  When an o p e ra to r i s  s u f f i c i e n t l y  tr a in e d  and 
experienced i n  th e  method o f  work th e n  th e  Work Study O f f i c e r  can 
commence th e  Time Study®
He w i l l  f i r s t  approach th e  o p e ra to r and e x p la in  what he in te n d s  
t o  do® A f t e r  w atching th e  work f o r  a s h o rt tim e , to  ensure th a t th e  
c o rr e c t method i s  b e in g  u se d , he w i l l  commence to  tim e each element 
o f  th e  jo b , w ith  a sto p  w atch.
A t th e  same tim e , he w i l l  r a te  th e  e f f o r t  and s k i l l  at which
. .* . .
t h a t  element i s  b e in g  perfo rm ed. T h is  procedure w i l l  be I re peated! o ve r
a number o f  c y c le s  o f  th e  jo b  to  make sure th a t th e  tim in g s  and r a tin g s  
are accurate and t h a t  any in c id e n ta l  work such as moving sto c k boxes 
i s  ta k e n  in t o  account.
The observed element tim e s are bro ught to  a common le v e l  o f  
perform ance, o r  n o rm a lis e d , t o  a 60 P . I .  b y ta k in g  account o f  th e  
observed r a t in g  at which th e  element was perform ed.
N o te : Polo (Perform ance In d e x) in d ic a te s  th e  number o f  Standard 
M in u tes o f  work which would be produced i n  a C lock H o u r.
E v e n  t h i s  i s  not th e  end o f  th e  s t o r y  because th e  Norm alised Time 
o n ly  g iv e s  th e  tim e i t  would ta k e  a worker to  do th e  jo b , w orking at 
60 P.Io b u t makes no allow ances f o r  r e la x a t io n , p e rso n al needs, c o m p le tio n  
o f  work s h e e ts , e t c . These allow ances have s t i l l  to  he added.
Exam ple:
Observed Time R a tin g
Norm alised 
Time a t 60 P .  I .
15 m inutes 60 P * l a 15 m inutes 
l8 f- m inutes 
124 m inutes
15 m inutes 75 P.I.
15 m inutes 50 Polo
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A f t e r  adding th e  allow ances f o r  th e  jo h , th e  tim e o b ta in e d  i s  
c a lle d  th e  Standard Time and i s  u s u a lly  issued i n  decim al hours per 
1 ,0 0 0  p a r t s .
N o te : There i s  n o rm a lly  a Jo b  S p e c ific a t io n  f o r  an In c e n tiv e  Job
which d e fin e s  th e  exact method o f  w orking and g iv e s  p re c is e  in fo r m a tio n  
on a l l  allow ances added. T h is  s p e c ific a t io n  i s  h e ld  b y b o th  th e  foreman 
and th e  Convenor o f  Shop Stewards and can he seen b y anyone on re q u e s t.
The r a te s  f o r  jo b s , i n  sta nd ard  hours per 1 ,0 0 0  p a r t s , are ente red 
on a Card o r  a Standard T a b le , a copy o f  which is  k e p t i n  th e  shop.
I n  a few  cases, o p e ra to rs  may have to  do work which has not been 
g iv e n  a Standard Tim e. T h is  i s  known as Unmeasured Work and th e  o p e ra to r 
i s  c r e d ite d  w ith  a Standard Hour Allow ance f o r  e v e ry  Clock Hour spent 
on th e  jo b .
How does an o p e ra to r e a rn  bonus?
A f t e r  t r a i n i n g , an o p e ra to r i s  p a id  a f l a t  h o u r ly  r a te  f o r  a l l  
w orking hours spent i n  th e  f a c t o r y . T h is  i s  a Clock Hour r a te  known 
as th e  Pie ce  Work Supplement.
I n  a d d it io n  to  t h i s ,  th e  o p e ra to r i s  p a id , f o r  work produced, at 
a Standard Hour r a t e . The b o m s  th u s  earned i s  safeguarded b y also 
p a yin g  allow ances f o r  w a itin g  tim e , unmeasured w ork, e t c .
What Are C r e d it Hours?i mMli.ii»iwwlHW— iw *»n i*11 1'r* i it it a t n i r i i
Times f o r  jobs are issu e d  i n  Standard Hours p e r 1 ,0 0 0  p a rts  and 
D ir e c t  Standard Hours are a measure o f  th e  work a c t u a lly  produced.
Hours are a lso  g iv e n  i n  allow ances f o r  l o s t  and e x t r a  work -  these 
are known as Allow ance H o u rs.
The t o t a l  o f  D ir e c t  Standard Hours and Allow ance Hours i s  known 
as C r e d it  H o u rs.
N o te ; In s tr u c tio n s  on how to  c a lc u la te  D ir e c t  Standard Hours earned are 
shown at th e  baolc o f  t h i s  b o o k.
When are Allow ances give n?
The In c e n tiv e  Scheme i s  based on th e  assum ption t h a t  s u ita b le  and 
s u f f i c i e n t  work w i l l  always be a v a ila b le  and th a t  th e  method o f  work 
i s  as d e fin e d  i n  th e  standards card t a b l e , o r s p e c i fi c a t io n .
When no work i s  a v a ila b le  o r  when th e  method o f  w orking i s  
te m p o r a r ily  a lt e r e d , an allow ance can be g iv e n , e i t h e r  i n  th e  form o f  
Allow ance Hours o r  as a tem porary in c re a se  i n  Standard Tim e. The 
f o llo w in g  c h a rt g iv e s  some examples f o r  which allow ances oan be c la im e d , 
to g e th e r w ith  th e  method o f  c la im in g  them .
6  -
Reason J A c tio n  b y  O p e ra to r 1
Machine f a u l t  p re ve n ts  | 
c o n tinu o u s w o rkin g . j
In fo rm  s u p e rv is io n  and cla im  
w a itin g  tim e allow ance i f  no 
o th e r job a v a ila b le .
Abnormal v a r i a t i o n  i n  s iz e  j 
1 o r  q u a l it y  o f  p a r t s .
In fo rm  s u p e rv is io n  who w i l l  
in fo rm  th e  Methods Department 
who w i l l  g iv e  a s u ita b le  
allow ance i n  a d d it io n  to  th e  
normal stand ard  r a t e .
I W a itin g  f o r  machine s e t t e r . Claim  w a itin g  tim e allow ance 
i f  no o th e r work a v a ila b le  
from s u p e r v is io n .
D is t o r t e d  p a rts  cause e x tr a  
work c o n te n t.
In fo rm  s u p e rv is io n  who w i l l  
in fo rm  th e  Methods Department 
who w i l l  g iv e  a s u ita b le  allowance 
i n  a d d itio n  to  th e  normal stand ard  
r a t e .
D ir e c t  P r o d u c tio n  Work whioh 
has no Standard Time 
e s ta b lis h e d .
Claim  unmeasured work allow ance 
f o r  tim e spent: on jo b .
1
W h a t b o n u s  c a n  a n  o p e r a t o r  e x p e c t  t o  e a r n ?
C u rre n t N a tio n a l agreements between Unions and Em ployers s ta te  
t h a t  a normal o p e ra tiv e  w orking under in c e n tiv e  c o n d itio n s  should he 
ahle to  e a rn  t h e i r  tim e r a te  p lu s  15$ .
Many o f  ou r o p e ra to rs  e a rn  above t h i s  l e v e l .
The minimum l e v e l  o f  perform ance expected from  an o p e r a to r , a f t e r  
i n i t i a l  t r a i n i n g , i s  an 80 P o l .  f o r  fem ales and a 100 P 0I 0 f o r  m ales.
What happens i f  an o p e ra to r cannot reach a reasonable l e v e l  o f  perform ance?
S u p e rv is io n  and Work Study p ersonnel may he c a lle d  upon to  in v e s tig a te  
th e  job to  ensure t h a t  th e  c o n d itio n s  and method o f  w orking are i n  
accordance w ith  th o se  s p e c ifie d . I f  th e re  are any d isc re p a n c ie s  th ese 
w i l l  be put r i g h t .
I f  how ever, th e  c o n d itio n s  are r i g h t  and th e  o p e ra to r c o n s is te n tly  
f a i l s  to  reach a reasonable l e v e l  o f  perform ance, th e n  th e  Management 
have th e  r ig h t  to  r e t r a i n .
I f  r e t r a i n in g  does not b r in g  about an improvement i n  perform ance, 
t r a n s f e r  to  a n oth er job w it h in  th e  Department may be co n s id e re d .
I f  no o th e r s u ita b le  jo b  i s  a v a ila b le  th e  o p e ra to r’ s employment 
may be te rm in a te d .
W i l l  a  S t a n d a r d  T im e  b e  o u t  i f  t h e  o p e r a t o r  e a r n s  t o o  m u c h ?
Accepted tim e stand ard s may o n ly  be a lte r e d  under c e r t a in  
c a r e f u l l y  d e fin e d  c o n d itio n s .
These c o n d itio n s  are a p p lic a b le  to  a l l  systems o f  payment b y 
r e s u lt s  and are s u b je c t to  a N a tio n a l Agreement between th e  
E n g in e e rin g  Em ployers and th e  C o n fe d e ra tio n  o f  S h ip b u ild in g  and 
E n g in e e rin g  U n io n s .
An e x tr a c t o f  t h i s  Agreement i s  as fo llo w s s -
’ No piecew ork p r ic e s , bonus o r b a s is  tim es e s ta b lis h e d  
may be a lte r e d  except f o r  th e  fo llo w in g  reasons
( 1 )  A m istake i n  c a lc u la tio n s  on e i t h e r  s id e , 
o r
(2 ) The m a t e r ia l , means o r  method o f  p ro d u c tio n  
o r  th e  q u a n t it ie s  are changed,
o r
(3 ) A  m utual arrangement has been come to  between th e  
em ployer and th e  w orker i n  th e  same way as a new 
p ric e  i s  a r r a n g e d .p
What s o rt o f  change i n  method would le a d  to  a change i n  Standard Times?
Remember th a t  th e  job has been p r e c is e ly  d e fin e d , t h e r e fo r e  a 
sm all change i n  th e  p a t t e r n  o f  hand movements, machine speeds, th e  
p r o v is io n  o f  s p e c ia l to o k s  o r a change i n  th e  n a tu re  o f  th e  m a te r ia l,
may a l t e r  th e  work c o n te n t o f  th e  joh and th e  e f f o r t  re q u ire d  to  
perfo rm  it® K change i n  Q u a l i t y  Standards may a ls o  a l t e r  th e  work 
c o n te n t. Suoh changes would mean t h a t  th e  job would have to  be 
re -a sse sse d  and a new sta n d ard  tim e is s u e d . The new stand ard tim e 
f o r  th e  changed method w ould, how ever, s t i l l  enable th e  o p e ra to r to  
m a in ta in  h is  o r  h e r l e v e l  o f  e a rn in g s .
Why should Standards be a lte r e d  i f  work i s  b e in g  tu rn e d  out a t a 
d i f f e r e n t  r a t e , due t o  changes o u ts id e  th e  o p e r a to r ’ s c o n tro l?
The work c on ten t o f  a job may in c re a se  o r decrease due to  
a lt e r a t io n s  i n  methods®
I f  Standard Times were not c o rre c te d  f o r  the new work c o n te n t, 
i t  would be u n f a i r  t o  e i t h e r  th e  Company o r the operator®
Our. p o l ic y , as a Company, i s  t o  keep t r y i n g  t o  improve our methods 
and reduce costs® O n ly  b y  im p ro vin g  p r o d u c t i v i t y  can we expand and 
p ro vid e  secure employment w ith  good wages*
Fu rth e rm o re , th e  improved- p ro d u c tio n , r e s u lt in g  from  b e t t e r  
equipment and b e t t e r  m ethods, should r e s u lt  i n  a b e n e fit  to  a l l ,  not 
ju s t  to  those o p e ra to rs  who are a ffe c te d  b y th e  change® I t  i s  
im p o rta n t a lso  t h a t  as f a r  as p o s s ib le , w it h in  s im ila r  s k i l l e d  grades 
and c o n d itio n s , equal e f f o r t  should g iv e  th e  same r e t u r n  i n  wages.
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What are t h e o p e r a to r ’ s r e s p o n s i b i l i t i e s  when w orking on an In c e n tiv e
The c o n d itio n s  o f  th e  scheme are l a i d  down i n  a G eneral Job 
S p e c if ic a t io n  f o r  D ir e c t  W orkers. A  copy o f  t h i s  s p e c ific a t io n  f o r  
D ir e c t  W orkers. A copy o f  t h i s  s p e c ific a t io n  i s  h e ld  b y  th e  Foreman 
and th e  Shop Steward and may he examined on re q u e s t.
The main o p e ra to r r e s p o n s i b i l i t y  i s  f o r  q u a l i t y , as f o llo w s s -
O p e ra to r r e je c ts
Payment w i l l  not be made f o r  work f a i l i n g  t o  pass in s p e c tio n  
th ro u g h  th e  f a u l t  o f  th e  o p e r a to r . The Foreman s h a ll  be th e  judge o f  
th e  cause o f  f a u l t y  w ork, s u b je c t to  appeal to  th e  com p lain ts procedure
Mach in e s  pro ducin g scrapK#H*I 'ItHWHWW^.TI^TTlirTimTfiRUBTOM
An o p e ra to r w i l l  he re s p o n s ib le  f o r  in fo rm in g  S u p e rv is io n  at once 
i f  a machine s t a r t s  pro d ucin g  d e fe c tiv e  w ork.
What i s  th e  d iffe r e n c e  between ’ P r o d u c tio n 9 and ’ P r o d u c t i v i t y ’ ?
’ P r o d u c tio n 9 r e fe r s  to  th e  amount o f  work produced, i n  a g iv e n  tim e 
ir r e s p e c t iv e  o f  c o s t .
’ P r o d u c t i v i t y 9 is  th e  r e la t io n s h ip  between th e  volume o f  woik 
produced and th e  co st o f  p r o d u c tio n . I n  o th e r w ords, i t  i s  a measure 
o f  e f f i c i e n c y .
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F o r  in s ta n c e , i f  we produce 1 ,0 0 0  u n it s  at a c o st o f  £ 1 ,0 0 0 , 
th e  oost o f  p ro d u c tio n  i s  £1 per u n i t .
If ,h o w e v e r , th ro ug h  b e t t e r  methods and more s u ffic ie n t w o rkin g , 
we can produce th e  1 ,0 0 0  u n it s  f o r  £950,  we have reduced th e  u n it  oost 
to  19/ -o
T h is  means t h a t  we are more e f f i c i e n t  and ou r 'P r o d u c t i v i t y 9 has 
im proved. Remember, 'P r o d u c t i v i t y '  depends on th e  u n it  oo st and not 
on th e  t o t a l  oost and can improve o r  get worse ir r e s p e c t iv e  o f  th e  
volume o f  w ork.
T h is  c o u n try  needs to  improve p r o d u c t iv it y  i n  o rd e r to  pay i t s  
way. We need t o  do i t  f o r  th e  same re aso n .
How does improved p r o d u c t i v i t y  b e n e fit  th e  workers?
Improved p r o d u c t i v i t y  can be b ro ught about b y  Management d e c is io n s , 
b y  th e  e f f o r t s  o f  th e  w orkers o r  b y th e  c o -o p e r a tio n  o f  b o th .
In d iv id u a l improvements i n  p r o d u c t i v i t y  g iv e  im proved earn in gs 
under th e  In c e n tiv e  Scheme. O v e r a ll  improvement i n  p r o d u c t i v i t y  
b rin g s  b e n e fit s  to  everyone i n  th e  form o f  improved wage l e v e l s .
Wi t h  improvements i n  methods and p r o d u c t i v i t y , what are th e  dangers 
o f  redundancy?
The Company has g iv e n  a guarantee th a t  improvements i n  methods 
o r  p r o d u c t i v i t y  w i l l  not r e s u lt  i n  redundancy.
I t  i s  tr u e  t h a t  th e re  may he changes i n  th e  ty p e  o f  work people 
w i l l  he asked t o  do h u t t h i s  i s  in e v it a b le  i f  we are to  p ro g re s s .
Im p r o v e d '-p ro d u c tiv ity  and low e r costs w i l l  c re a te  a g r e a te r  
demand f o r  our p ro d u c ts . T h is  w i l l  ensure c o n t in u it y  o f  employment 
and le a d  t o  more work -  not le s s .
Since th e  i n t r o d u c t io n  o f  in c e n tiv e  systems i n  th e  e a r ly  19 50 s, 
th e  number employed i n  t h i s  D i v i s i o n  has more th a n  d o u b le d .
C a lc u la tin g  Standard Hours Ea rn e d
Wages are p a id  i n  two p a r t s . The hours worked i n  th e  f a c t o r y  are 
p a id  at a Clock Hour Rate and th e  amount o f  work done i s  p a id  f o r  a 
Standard Hour R a te .
The number o f  Standard Hours earned on any job i s  c a lc u la te d  b y 
m u lt ip ly in g  P a r ts  produced x  Time a llo w e d .
The tim e s allow ed f o r  jobs are g iv e n  i n  Standard Hours per 1 ,0 0 0  
p a r t s .
Standard Times are g iv e n  i n  decim al p a rts  o f  an hour as i n  th e  
fo llo w in g  exam pless-
2.5 Standard Hours »  2g- hours
1.25 Standard Hours = i j -  hours
.75 Standard Hours = -J- hours
.125 Standard Hours = 7 i  m inutes
Before, a c a lc u la t io n  can be made, th e  number o f  p a r ts  produced 
must be c o n ve rte d  to  a decim al f r a c t i o n  o f  a thousand.
Exam ple s
1 ,2 5 6  p a rts  *s 1 .2 5 6  953 p a rts  = 9*53
2,450 p a r ts  = 2 .4 5  
3 , 600 p a r ts  = 3 .6
53 p a rts  = .053
8 p a rts  = .008
To m u lt ip ly  two decim al numbers, d is re g a rd  any noughts at the 
end o f  th e  decim al numbers and use o r d in a r y  lo n g  m u lt i p li c a t i o n .
I n  th e  answers, th e  p o s i t io n  o f  th e  decim al p o in t i s  decided by 
c o u n tin g  back th e  same number o f  decim al p lace s as th e re  are i n  
th e  two numbers which have been m u lt ip lie d  to g e th e r .
2 .5 There are th re e  fig u r e s  to  th e  r ig h t
75 o f  th e  decim al p o in t s , th e r e fo r e  th e re
125
175
must be th re e  fig u r e s  to  th e  r ig h t  o f
th e  decim al p o in t i n  th e  answ er, i . e
.1 0 7 5  Answer
1 .8 7 5
Exam ple I I
.6*572 Because th e re  are fo u r  decim al fig u r e s
13 14 4
6572
1*2 i n  th e  numbers m u ltip lie d , th e  f i n a l  
answer i s  7 * 8864*
” 78^64 Answer 
Exam ple I I I  
5* 25 A g a in  th e re  are fo u r  decim al fig u r e s  i n
2100 Answer
th e  numbers m u lt i p li e d , th e r e fo r e  th e  
answer must c o n ta in  th e  same, i . e .  .2 1 0 0 .
•“* 14 ”
1  •  P a r t S  produced 3 ? 5 64 o o o . . . o « . * o * « o e . . o o . a o * o o o o .  3 f 5 64
Time Allow ed  -  2 . 5 6  h r s . p e r 1 ,0 0 0  . . . . . • . . • • • . . .  2.56
r«r3=serarP-oi'fa ntivs.1
2138417820
7128
Answer «  9 «12384 S td . H r s . e a r n e d . . . . . . . . . . . . . . . . .  9^2384
tsxt&r&ViTrjsszn-rta
2 . P a r t s produced 6 ,5  60 . . . . . . . . . . a . . . . . . . . . . . o . o o . . .  6 .5  6
Time A llo w e d  -  3»50 h r s . per 1 ,0 0 0  . . . . . . . . . . . . . .  3- 5
tg:': .■-•’yjyragxii-.Lj
«6e8o
1968
Answer = 2 2 .9 6  S td . H r s . .earned . . . . . . . . . . . . . . . . . .  22960
cawnimt?<e«  ?a
3* P a r ts  produced 4?075 o o o D o o o o o * . * . . e ® » « . . ® . . » o o » . o  4 °075
Time Allow ed  — 2 .4 3  h r s . 2 .4 3
1222516300
8150
en«aH®XT2ss*«rcio
Answer = ;9 . 90225 S td . H r s . earned  ............   990225
4.  P a r ts  produced 156  .......................   .1 5 6
Time Allow ed  -  1 .4 2  h r s . per 1 ,0 0 0  1 .4 2
■ ™ 3 12
624156
Answer = •22152 S td . H r s . earned . . . . . . . . . . . . . . . .  22152
ra^ waaBttqwHtsa*
5 0 P a r ts  produced 75 ° ° ° • g o ®®. . . ®. ®* * * ®®* . * ®®®0®0®** p075
Time A llo w e d  -  1 .3 0  h r s . p e r 1 ,0 0 0  1 .3
225
75
Answer = .0 9 75  S td . H r s . earned  .....................  975
E x a m p le s  o f  S t a n d a r d  H o u r  C a l c u l a t i o n s
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6* Time Allowed. “= 10®75 h r s . p e r 1 ,0 0 0  . . . . . . . . o s o . . .  10® /5
P a r ts  produced. 9 . . . . . . . . . o o o . . . . ® . . ® . . ® . ® ® . . . ® . . .  «009
Answer «  <,09675 Hrs® earned. . . . . . .  9675
N o te s When wages are c a lc u la te d , Standard Hours are p a id  to  th e  
neare st two decim al places® The t h i r d  and o th e r fig u r e s  
a f t e r  th e  decim al p o in t are to o  sm all t o ^ c a lc u la t e .
Decim als o f  an Hour
.1 a 6 mins® .01 h r . = 36 secs.
.2  « 12 mins® .02 h r . a 1 min* 12 secs.
.3 « 18 mins® .03 h r . a 1 miru, ■ - 48 secs.
. 4 = 24; m ins. . .04 h r . a 2 m in s. 24 secs.
®5 - 30 m ins. .05 h r . = 3 m ins.
.6  = 36 m ins. .06 h r . =5. 3 m ins. 36 secs.
• 7 * 42 mins® .07 h r . = 4 m in s. 12 secs®
.8  = 48 m ins. .08 h r . =3 4 m in s. 48 secs.
®9 = 54 m in s. .09 h r . = 5 m ins. 24 secs.
1.0 a 60 m ins. .1 h r . ss 6 m ins.
Examples
1.56  hrs® = 1  hr® 33 mins.® 36 seos®
®72 hrs® = 43 m in s. 12 seos.
2.04 Hrs. = 2 hrs® 2 mins. 24 secs®
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GENERAL CONDITIONS O F  THE 
INCE N T IV E  SCHEME
1 *  G eneral
The in c e n tiv e  scheme i s  in te n d e d  t o  enable o p e r a tiv e s  covered b y  th e  
scheme to  in c re a se  t h e i r  e a rn in g s  by in c re a s in g  t h e i r  p ro d u c tiv ity ®
A l l  hours worked w i l l  be p a id  a t  Base R a te  to g e th e r  w it h  a bonus 
dependent upon th e  perform ance achieved® Premium tim e and H o lid a y  Pay w i l l  
c o n tin u e  to  be p a id  a t  th e  l a t e s t  agreed r a t e s *  :
2 * Work V alu e s
Work V a lu e s f o r  th e  v a r io u s  o p e ra tio n s  to  be c a r r ie d  o u t w i l l  be 
determ ined b y  Work S tu d y  o r be d e riv e d  from  s y n th e tic  tim e  data®
These v a lu e s  a re  expressed in  s ta n d ard  m inutes (SMf s ) and in c lu d e  
adequate R e s t A llo w a n c e s *
These R e st A llo w an ce s in c lu d e  tim e  spent 011 v o lu n t a r y  Tea B r e a k s , 
r e c o v e ry  from  fa t ig u e  and p e rso n al needs*
Work V a lu e s , once a g re e d , w i l l  n o t be a lt e r e d  exce pt in  th e  fo llo w in g  
p irc u m sta n c o s:
i )  B y j o i n t  agreement between Management and U n io n s *
i i )  Where an o b vio u s  e r r o r  ih  c a lc u la t io n  can be demonstrated®
i i i )  In  th e  e ve n t o f  a methods change t h a t  i s  b ro u g h t about b y  
Management i n i t i a t i v e ,  th en  clau se  2 ,3  w i l l  apply®
In  th e  case o f  an o p e ra to r d e v is in g  an im proved m ethod, th e n  he 
should subm it i t  t o  an i n v e s t i g a t io n  com m ittee where h e 'w i l l  get 
a m onetary r e t u r n  depending on th e  b e n e fit s  t o  th e  Company*
( i » e *  25% o f  th e  n e t la b o u r sa vin g s  o ve r one y e a r c a lc u la te d  on 
th e  d iffe r e n c e  between o ld  and new S tan d a rd  M in u te  V a lu e s , w ith  
£200 m axim un)»
Under no circum stance s w i l l  th e  Company condone an o p e ra to r in tr o d u c in g  
im proved methods t h a t  have n o t f i r s t  been “agreed t o  b y s u p e r v is io n , o r  
been a u th o ris e d  v i a  an in v e s t i g a t io n  com m ittee* B e fo r e  a d o p tin g  a new •
method many a sp e cts must be i n v e s t i g a t e d , in c lu d in g  such th in g s  ass-*
a ) S a fe t y
U n a u th o ris e d  method changes may je o p a rd is e  th e  s a fe t y  
o f  th e  o p e ra to r concerned and o t h e r s .
b ) Q u a l i t y
U nauthoresed method changes may cause a low e r th a n  
a c c e p ta b le  q u a l i t y  l e v e l  w hich i s  n o t r e a d i l y  
ap p are n t b y  norm al in s p e c tio n  te c h n iq u e s causin g  
s e rio u s  p ro b le m s.
c ) Machine and T o o l L i f e
Unauthoresed method changes can reduce th e  e f f e c t i v e  
l i f e  o f  m achinery and t o o l s , e. g© ru n n in g  a t  to o  h ig h  
a speed o r  feed©
The case o f  " c re e p in g " method changes i s  a l i t t l e  more d i f f i c u l t  as such 
changes a re  v e r y  sm all and h a r d ly  n o t ic e d , o r  i f  n o tic e d  a re  to o  t r i v i a l  
( i n  i s o l a t i o n )  t o  ta k e  a c tio n  o n . H ow ever, a number o f  th e s e  re p e a te d  
o v e r a p e r io d  u l t i m a t e ly  do become s i g n i f i c a n t .  In  th e se  cases (and i n  
f a c t  in  a l l  method changes) where th e  changes a re  le s s  th a n  + 5% o f  th e  
.is s u e d  tim e  s ta n d a r d , th e n  th e  v a lu e  w i l l  n o t be altered©  T h a t i s ,  
o p e ra to rs  can b e n e f i t  b y up t o  5% i n  such ca se s* When th e  v a lu e  f a l l s  
o u ts id e  t h i s  range O f  + 5# I t  w i l l  be r e -is s u e d  in  th e  norm al way as a re  
a l l  s ta n d a rd  m inute values®
I n  th e  e ve n t o f  " c re e p in g " method changes b e in g  b ro u g h t t o  l i g h t ,  w h ate ve r 
th e  re a s o n , th e n  th e  o p e ra to r and r e le v a n t  shop stew ards w i l l  be t o l d  
be fo re h a n d  o f  th e  a c tio n  t h a t  Management w i l l  be ta k in g  t o  r e g u l a r iz e  
th e  p o s i t i o n . .
T h is  in  no way a l t e r s  th e  15# p a id  f o r  norm al s u g g e stio n s and o n ly  
a p p lie s  where th e r e  i s  an o ld  o r new s ta n d a rd  m inute v a lu e , i . e .  any 
in c id e n t a l  m a te r ia l s a v in g s , etc® t h a t  may be combined when i t  w i l l  
s t i l l  be as p e r th e  e x i s t in g  su g g e s tio n s  scheme®
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The bonus p a ya b le  f o r  a g iv e n  p e r io d  i s  r e la t e d  t o  th e  r a t e  o f  w ork d u rin g  
t h a t  p e r io d  and i s  based on th e  c a lc u la t io n  o f  perfo rm ance *
The perform ance i s  C a lc u la te d  b y  d i v i d i n g  th e  SM*s produced b y  th e  m inutes
worked and m u lt ip ly in g  b y 10 0 * .
The SM i s  such t h a t  th e  average competent o p e r a tiv e  a p p ly in g  h im s e lf under 
in c e n tiv e  c o n d itio n s  can produce 80 SM 's in  each hour worked®
T h is  g iv e s  a perform ance o f s -
^  x loo 5 133 
6o
Unmeasured Work ( i * . e .  p e rio d s  o f  Unmeasured Work on o th e rw is e  measured 
s e c tio n s ) .
i )  Management w i l l  ensure t h a t  as much w ork as p o s s ib le  i s  measured*
To a c h ie ve  t h i s  Work S tu d y  w i l l ,  where p o s s ib le
a ) Use s y n th e tic  tim e s and in fo r m a tio n  o r  in fo r m a tio n  as 
a p p lic a b le  from  p re v io u s  s tu d ie s  ( t h i s  p r a c t ic e  i s  g r a d u a lly
• in c r e a s in g ) . '
b ) P u t o u t tem po rary tim e  v a lu e s  o r  tem porary in c e n tiv e  schemes 
( t h i s  i s  c u rre n t p r a c tic e  e . g .  Morphy R ic h a rd s  r e f i r g e r a t o r  
assem bly l i n e s ) .  The tem po rary scheme o r v a lu e  t o  c o n ta in  th e  
agreed d a te  on which i t  w i l l  te rm in a te  o r be re vie w e d  i f  a 
permanent v a lu e  i s  n o t iss u e d  b e fo re  this®
i i )  A l l  unmeasured w ork re m ain in g  w i l l  be c r e d i t e d 'a t  a 133 p e rfo rm a n c e , 
and Management and o p e r a tiv e s  a re  t o  c o -o p e ra te  t o  ensure t h a t  
e f f i c i e n t  w orkin g  i s  ach ie ve d  under th e s e  conditions®
■ a ) W a itin g  tim e o c c u rin g  d u rin g  p e rio d s  o f  o c c a s io n a l unmeasured
work w i l l  be c r e d ite d  a t  th e  perform ance in d ic a te d  b y "Amendment 3" 
a lth o u g h  w herever p o s s ib le  th e  o p e ra to r concerned should be 
found a l t e r n a t i v e  u s e fu l w o rk .
b )  When a com plete s e c tio n  i s  on umeasured w ork f o r  a p e rio d  o f  a 
week ,  o r  m ore, ( r e f e r r e d  t o  as Unmeasured S e c tio n s ) th e n  
w a itin g  tim e  w i l l  be in c lu d e d  in  w ith  th e  unmeasured w ork i . e .  
payment when on an unmeasured scheme f o r  a week o r  more w i l l  
be 133 ”  no more and no le s s  -  p r o v id in g  t h a t  c la u s e  4 .2  i s  
observed® W a itin g  tim e (and o th e r in fo r m a tio n ) i s  s t i l l  to  
be a c c u r a te ly  recorded®
P e r f o r m a n c e
i-y) Foreman and S u p e rv is io n  w i l l  ensure t h a t  w herever p o s s ib le
unmeasured work w i l l  be shared as e q u a lly  as p o s s ib le  between 
o p e r a to r s , th u s  ke eping i t  t o  a minimun f o r  each in d iv id u a l©
T h is  w i l l  o f  course be c a r r ie d  o u t w it h in  th e  p r a c t i c a l i t i e s  o f  
th e  demands o f  th e  p ro d u c tio n  programme, e xp e rie n c e  o f  o p e r a to r s , 
etc© i®e© e v e ry  a tte m p t w i l l  be made n o t t o  p e n a lis e  th e  v e r y  
s k i l l e d  operator©
v ) Where b o th  measured and unmeasured w ork are  c a r r ie d  o u t in  th e  same
payment p e r io d , th e n  i t  i s  e s s e n tia l t h a t  o p e ra to rs  book t h i s  
in fo r m a tio n  accurately©
v i )  Unmeasured w ork on a l l  s e c t io n s , in c lu d in g  new w o rk , new p ro c e s s e s ,
ete® ( e « g « I n d u s t r i a l s , Cable and R e la y ) w i l l  be c r e d ite d  a t  a 
135 perform ance as from th e  acceptance o f  t h i s  agreement©
5© W a itin g  Time (e x c e p t in  cases covered b y cla u s e  4 )
Any tim e spent b y o p e r a tiv e s  on d u tie s  approved b y  Management w i l l  be 
c r e d ite d  a t  th e  r a t e  o f  133 p e rfo rm a n c e , i . e® 80 SM’ s f o r  each hour booked©
Any tim e  spent by o p e r a tiv e s  w a itin g  f o r  w ork o r  i n s t r u c t i o n s , w i l l  be 
- r e d i t e d  a t  th e  perform ance in d ic a te d  b y "Amendment 3" s u b je c t t o  b e in g
a u th o ris e d  b y  th e  Foreman©-
6o . Process A l lowance . . . .  .* • *c^ttC3tfieBPW> » * # • *
F o r  machine o p e ra tio n s  process allow ance c o v e rin g  unoccupied machine 
c y c le  tim e  w i l l  be c r e d ite d  a 133 perform ance t o  enable th e  o p e r a tiv e  t o
M a in ta in  an o v e r a l l  133 performance® .
Where an o p e ra tio n  i s  c o m p le te ly  c o n t r o lle d  ( i . e © ' i n  excess o f  90$ ) ’ b y  a 
f ix e d  c y c le 't im e  such t h a t  an o p e ra to r i s  p re ve n te d  from exce eding a 133 
perform ance in  any c irc u m s ta n c e s , a p o lic y  allow ance w i l l  be n e g o tia te d  between 
s u p e r v is io n  and th e  o p e ra to r concerned©
Where a machine o p e r a tio n  i s  c o n t r o lle d  in  excess o f  909° o f  a f ix e d  
machine c y c le  and th e  w ork c o n te n t o f  th e  o p e ra tio n  i s  i n  excess o f  85% o f* "iwtwasass
" h e  f u l l  c y c le , such t h a t  an o p e ra to r i s  p re ve n te d  from exceeding a 133 
perform ance (\>rhen usin g  th e  c o r r e c t amount o f  R e lax a t io n  and P e rs o n a l a llo w a n c e ) 
th e n  d p o l i c y  allow ance w i l l  be g iv e n  based on th e  percentage w ork c o n te n t 
and p erce n tage c h a rt (A p p e n d ix ! C 5)® Management w i l l  d eterm ine w hich machines
a re  w it h i n  t h i s  category© . • .- • . . .  •. . . .
O p e r a tiv e s  in  r e c e ip t  o f  process allow ance a re  r e q u ire d  t o  p e rfo rm  o th e r
w ork w it h in  th e  process allow ance time©
i )  A l l  s a t i s f a c t o r y  o u tp u t q u a n t it ie s  in  th e  bonus p e r io d  a re  
„ m u lt ip lie d  b y th e  a p p r o p r ia te  SM V a lu e s * To t h i s  t o t a l  i s  
added c r e d it s  f o r  w a itin g  tim e and o th e r item s a t  th e  
a p p r o p r ia te  perform ance g ive n  below® The r e s u l t in g  f ig u r e  
i s  known as th e  " T o t a l  C r e d i t s * "
i i )  T h is  i s  d iv id e d  b y th e  t o t a l  clo cked  hours and perform ance 
c a lc u la te d  as f o l lo w s * «
Perform ance ?
i i i )  Bonus i s  th e n  c a lc u la te d  as
Bdnus '
-  5 -
7? Bonus Calculation
i v )  Where perform ance i s  o v e r . 155? bonus i s  c a lc u la te d  as fo llo w s ;®
,  Bonus ss R a te  o f  la b o u r grade x
{±55 «  100* )  T o t a l  c lo c k  
hours i n  th e  p e r io d
P lu s  *s R a te  f o r  la b o u r grade x
f  (perform ance «  155) as 
T o t a l  c lo c k  hours i n  th e  
p e rio d
Notes The perform ance i s  reduced by 100*  as we a re  d e a lin g  w it h  bonus® 
and th e  base r a t e  paym ent, which c o ve rs  th e  f i r s t  100*  p o in ts  o f  
pe rfo rm an c e , i s  s e p a r a te ly  c a lc u la te d  in  th e  P a y r o l l  Department®
(*100 or m.e*l® (Minimum eranings level)/equivalent performance)
The bonus week w i l l  n o rm a lly  end a t  6 .4 5  p .m * on T h u rs d a y . Bonus 
earned in  t h a t  week w i l l  be in c lu d e d  in  th e  wages p a id  o u t on th e  
F r i d a y  o f  th e  fo llo w in g  week* S p e c ia l arrangem ents w i l l  be made 
f o r  weeks in c lu d in g  S t a t u t o r y  H o lid a y s *
8® Bonus R a te s
Each la b o u r grade has i t s  own bonus rate® These are  g iv e n  i n  :• 
Ap p e n d ix 'A *  to g e th e r  w ith  th e  a p p r o p r ia te  Base K a te s and E a r n in g s  
a t  a 133 perform ance f o r  a 40 hour week*
T o t a l  C r e d it s  x  100 
C lo c k  Hours x  60
R a te  f o r  la b o u r grade x  
(Perform ance ® 100* )  x  T o t a l  
c lo c k  hours in  th e  p e r io d
- 1 -  
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SHOP.BONUS SCHEME
SCHEME
The scheme i s  o p e ra te d  on a n f i ^ v i d u a l  o p e ra to r e f f i c i e n c y  
bonus and p a id  a t  a r a te  o f  I d  ( o ld  penny) p e r c e n t f o r  tn e  
averaged e f f i c i e n c y  a c h ie ve d  o ve r th e  p re v io u s  f o u r  r e t u r n s *
N.Bo R e tu rn s  mean w e e k ly  tim e a llo w e d  ~ tim e ta k e n  ss tim e saved©
Method o f  C a lc u la tin g  O p e r a to r ’ s E f f i c i e n c y
To o b ta in  th e  average e f f i c i e n c y , a re c o rd  shee t f o r  each o p e ra to r 
should be m a in ta in e d  (see A p p e n d ix X )  o Ea c h  week tn e  perform ance 
o f  each o p e ra to r w i l l  be re co rd e d  under th e  f o llo w in g  headings s -
( a )  TOTAL HOURS ALLOWED;-
T h is  i s  th e  sum o f  th e  TIM E ALLOW ED*
( b )  TO TAL HOURS T A K EN s -
T h is  i s  th e  sum o f th e  TIM E TAKEN©
( c )  T O TA L HOURS S A V E D ;-
The sum o f  th e  hours saved©
The above in fo r m a tio n  b e in g  ta k e n  from  th e  P in k  cards (Jo b  c a rd s ) 
re tu rn e d  each week*
Tne l a s t  fo u r  e n tr ie s  under A ,  u  and C w i l l  be s e p a r a te ly  t o t a l l e d  
and th e  o p e r a to r ’ s perce ntage e f f i c i e n c y  w i l l  be equal t o s -
The fo u r  l a s t  t o t a l s  o f  hours saved , Q0
The fo u r  l a s t  t o t a l s  o f  hours allo w e d  x
Payment f o r  H o lid a y s
♦
Bonus payment d u rin g  h o lid a y s  p e rio d  i s  p a id  a t  th e  same r a t e  as 
p re v io u s  week bonus*
N o t e s Bonus payment i s  n o t made d u rin g  u n a u th o ris e d  absence 
o f  s ic k n e s s *
On L e a v in g  Company
C u rre n t, week bonus i s  p a id  only® Bonus e a rn in g s i n  ’ p ip e  
l i n e ’ a re  n o t payed® •
F o u r p e rio d s  o f  10$  each a re  g iv e n  to  th e  o p e ra to r to  f i l l  
’ p ip e  l i n e ’ *
Time S tu d ie s
In fo r m a tio n  re g a rd in g  the e s ta b lis h in g  o f  ’ TIM E A LLO W ED ’  and 
o th e rs  a re  a v a ila b le  from  th e  P r o d u c tio n  E n g in e e r in g  D e p a rtm e n t,
BONUS E F F IC IE N C Y  H IS TO R Y  SHEET
NAME & CLOCK N O .
Week
B a te Hours A llo w e d Hours Taken Hours Saved
1 50 40 10
2 40 20 20
*3 100 75 25
4 60 250 40 175 20 75
„  * _ i* . - ■, x.x>- . j  4 weeks aggregate hours savedC a lc u la te d  e f f i c i e n c y  % = 3 - ~ — -— —«° '  4 weeks ag g reg ate hours a llo w e d
J 5 .  X  100 -  30%
Worked exam ple;
I f  B u f f  o r  c lo c k  hours = 40 hours
Bonus r a t e  . = 1d  p e r p e r cent ( o ld  penny)
E f f i c i e n c y  $  = 30$
Bonus Payment = 30 x  40 « e
240 ~ £5
A P P E N D X X .T X II
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l )  gBBBRAL
The in c e n tiv e  scheme i s  in te n d e d  t o  enable op e ra to rs 
covered b y t h i s  scheme t o  in c re a se  t h e i r  ©arnlng© by 
in c re a s in g  t h e i r  p ro d u c tivity ®
A l l .h o u r s  worked w i l l  be p a id  a t in c e n tiv e  base rat© to g e th e r 
w ith  a bom© dependent upon the perform ance ach ie ve d * Premium 
tim e and H o lid a y  pay w i l l  c o n tin u e  t© be psdd a t  th e  l a t e s t , 
agreed r a te s * (See Ap p en d ix a )
2) WORK VALUES
Work va lu e s  f o r  th e  v a r io u s  o p e ra tio n s  t o  be c a rrie d  out w i l l  
be determ ined b y  th e  Work S tu d y Department b y a p p ro p ria te  and 
recognised work measurement methods*
These methods w i l l  be expressed i n  ALLOWED MINUTES (AM *s) and M i l  
in c lu d e  s u ita b le  r e la x a t io n  allow ances ( R * a )
Th© r e s t  allow ances in c lu d e  th e  tim e spent on the m orning te a  
b r e a k , re c o v e ry  from  fa t ig u e  and p e rso n al needs*
Work v a lu e s ,, once agreed w i l l  n o t be a lte r e d  except i n  th e  
fo llo w in g  circum stances*
(a )  By j o i n t  agreement between Management and U n io n s .
(b )  Where an obvious e r r o r  i n  c a lc u la tio n  can be dem onstrated*
(o ) I n  th e  event o f  a method change o r  m a te ria l change*
W h ils t th e  m a jo r ity  o f  method changes w i l l  be in tro d u c e d  by
management, i t  i s  p o s s ib le  f o r  an o p e ra tiv e  to  in tro d u c e  a Method 
change o n ly  i f
1 *  Th© method has been approved by S u p e rv is io n  o r ,
2* The method ha© been a u th o ris e d  th ro ug h  th© Suggestion 
Scheme Committee*
I n  th e  l a t t e r  oas© th© employe© concerned should submit th©
new method on th© a p p ro p ria te  S uggestion Scheme form  and upon
a d o p tio n  b y  th© committee w i l l  re c e iv e  a m onetary r e tu r n  dependent
on the b e n e fits  to  the Company i*©  -
(a )  , A  su gg e stio n  con cern in g  an o th e r o p e ra tiv e s  work*
20$ o f  th© n e t s a vin g s  o ve r one y e a r to  a maximum
o f  £200 a t  th© tim e ©f acceptance o f  th e  suggestion®
(b )  A  su g g e stio n  concerning th e  su g g e a to r’ s own’ work
C553' ^  ’ **al
(b )  C o n t'd
30$ o f  th e  n e t la b o u r s a v in g  o ve r ©a© y e a r (c a lc u la te d ) 
on th e  d iffe r e n c e  between ©Id and new Allow ed M inute 
V a lu e s ) p lu s  20$ o f  any o th e r s a v in g , m a te r ia ls , to o ls  etc®, 
oye r one ye a r to  a m a x im a  o f  £200 a t  th e  time o f  acceptance 
o f  th e  suggestion®
NOTE s
Should th e  t o t a l  annual savin g s on the f i r s t  y e a r amount t o  an taward o f  
more th a n  £200 th e  d iffe r e n c e  w i l l  be paid  to  the su gg e stor when 
the f u l l  f i r s t  y e a r 's  savings have been realised®
Under no circum stances w i l l  the Company condone an o p e ra tiv e  
in tr o d u c in g  changes i n  methods w ith o u t f u l f i l l i n g  th e  pre ce ding 
c o n d itio n s * T h is  i s  v i t a l l y  im p o rta n t f o r  th e  fo llo w in g  re aso ns?-
( a )  s m n
U n au th o rise d  method changes may je o p a rd is e  th e  s a fe t y  o f  the 
o p e ra to r concerned o r  others®
(b ) Q iJA lJT Y
U n au th o rise d  methods changes may r e s u lt  i n  a lo w e r th an  
acceptable q u a l i t y  l e v e l  w hich i s  not r e a d ily  apparent by 
normal in s p e c tio n  techniques causin g  oe rio us problems and 
p o s s ib le  lo s s  o f  b u s in e s s .
(c )  MACHINE AND TO OL L I F E
U n au th o rise d  method changes can reduce the e f f e c t i v e  l i f e  
o f m achinery and t o o ls  t o  an uneconomic level®
A  shop f l o o r  r e p r e s e n ta tiv e  w i l l  be e le c te d  b y th e  Shop Stewards 
Committee who w i l l  be re s p o n s ib le  f o r  l i a i s i n g  sugge stor complaint© 
t o  the members o f  th e  Suggestion Com m ittee. T h is  re p re s e n ta tiv e  
w i l l  not be a member o f  th e  comrait&e©, b u t may b© c a lle d  t o  a tte n d  
committee m eetings should h is / h e r  presence be re q u ire d  t o  c l a r i f y  
c o m p la in ts .
In  the ©vent o f  c re e p in g  method changes b e in g  bro ught t o  l i g h t ,  
w hatever th e  re a s o n , then th© o p e ra to r and r e le v a n t Shop Stewards 
w i l l  be inform ed beforehand o f the a c tio n  th a t  Management w i l l  b© * 
ta k in g  t o  r e g u la r is e  th e  position®  I n  these oases where th© changes 
are le s s  than 5$ o f  the issu e d  tim e stand ard then the v a lu e  w ill^ b e  
a lt e r e d .
C o n t'd
• —  A r
3 . PERFORMANCE
The bonus payable f o r  a g ive n  p e rio d  i s  r e la te d  to  th e  r a te  o f  work 
d u rin g  t h a t  period# and is  based on th e  c a lc u la tio n s  o f  performance©
The performance i s  c a lc u la te d  b y  d iv id in g  the AM 's produced b y  the 
m inutes worked and m u ltip ly in g  b y  100 th u s s -
AM’ S PRODUCED X 1 00 
MINUTES WORKED
The AM i s  such th a t  th e  average competant o p e ra tiv e  a p p ly in g  h im s e lf 
under in c e n tiv e  c o n d itio n s  can produce 80 AM’ s in  each hour worked©
T h is  g ive s  a perform ance o f
80 X  100 -  H I
; 60
4 » UNMEASURED WORK (i®e® P e rio d s  o f  unmeasured work on oth e rw ise measured
sections)©
a ) Management w i l l ,  ensure t h a t  as much work as p o s s ib le  is  measured© To 
achieve this#  Work S tu d y w ill#  where p o s s i b le :-
1 ) Use a l l  normal work measurement Methods (See para 2)
2) Compile s y n th e tic s  data e it h e r  from  p re vio u s o r c u rre n t studioSo
b ) A l l  unmeasured work rem aining w i l l  be c re d ite d  a t  133 performance and 
Management and o p e ra tiv e s  a re  to  c o»o p erate to  ensure t h a t  e f f i c i e n t  
w orking i s  achieved under those conditions©
c) When a complete s e c tio n  i s  on unmeasured work f o r  a p e rio d  o f  a week
o r more# then w a itin g  tim e w i l l  be in c lu d e d  in  w ith  the unmeasured work 
i*e® payment when on an unmeasured scheme f o r  a week o r more w i l l  be 
133 -  no more and no le s s  -  p ro vid e d  t h a t  clause 4 (b ) i s  observed® 
W a itin g  tim e (and o th e r in fo r m a tio n ) i s  s t i l l  to  be a c c u ra te ly  recorded®
d) Foremen and S u p e rv is io n  w i l l  ensure t h a t  v/herever p o s s ib le  unmeasured 
work w i l l  be shared as e q u a lly  as p o s s ib le  betf/een operators# thus 
keeping i t  to  a minimum f o r  each in d ivid u a l©  T h is  w ill#  o f  course# be 
c a r r ie d  o u t w ith in  the p r a c t i c a l i t i e s  o f  the demands o f  the p ro d u c tio n  
programme# experience o f  o p e ra to rs  e tc 0# i©o0 e ve ry attem p t w i l l  be made 
n o t to  p e n a lis e  th e  v e r y  s k i l l e d  operator©
C o n t 9 d
- • 4 ' -
(o ) When a .co m p le te  s e c tio n  i s  on unmeasured work f o r  a 
p e rio d  o f  a week o r m ore, th e n  w a itin g  time w i l l  he 
in c lu d e d  i n  w ith  th e  unmeasured w o rk , i *©0 payment 
when on an unmeasured scheme f o r  a week o r more w i l l  
be 133 -  no more and no le s s  ~  p ro vided th a t  clause 
4 (b ) i s  observed* W a itin g  tim e (and o th e r in fo r m a tio n ) 
i s  s t i l l  to  b© a c c u r a te ly  recorded®
(d ) Foremen and s u p e rv is io n  w i l l  ensure th a t  w herever 
p o s s ib le  unmeasured ifo rk  w i l l  be shared as e q u a lly  
as p o s s ib le  between o p e r a to r s , th u s keeping i t  t o
a minimum f o r  each i n d i v id u a l*  T h is  w i l l ,  o f  c o u rs e , 
be p a rrie d  out w it h in  th e  p r a c t i c a l l t i e s  o f  th© ,
demands o f  th e  p ro d u c tio n  programme, experience ©£ 
o p e ra to rs  e t c * , i * © «  e v e ry  attem pt w i l l  be mad© not 
t o  p e n a lis e  th© v e r y  s k LX Ie d  operator®
(e )  Where b o th  measured and unmeasured work are c a r r ie d  
out i n  th e  payment p e r io d , then i t  i s  e s s e n tia l t h a t  
o p e ra to rs  book th© in fo r m a tio n  acciirstely®
( f ) Unmeasured w ork on a l l  s e c tio n s  except P la n t 
M aintenance Departm ent and Toolroom  w i l l  b© c re d ite d  
a t a 133 perform ance* (se p a ra te  agreements e x i s t  
f o r  these s e c t io n s ) . Bo© agreement N o ® ll0
5 . W AITING T IM E
W a itin g  tim e w i l l  be c re d ite d  a t  a 100 performance except 
where 4( 0) a p p lie s * W herever p o s s ib le  s u p e rv is io n  w i l l  f in d  
a lt e r n a t iv e  work f o r  o p e ra tiv e s  a f fe c t e d , i n  an e f f o r t  t o  
keep w a itin g  tim e t© a  minimum®
6« EXCESS T IM E
Any tim e spent b y  operative©  on d u tie s  approved b y  Management
i . e .  Add o p s . R e c t i f i c a t i o n  ©to®, w hich are unmeasured w i l l  
b© c re d ite d  a t  th e  rat© ©f 133 performance#
Jo  EM PLOYEE WELFARE
Any tim e spent b y o p e ra tiv e s  on d u tie s  such a© v i s i t s  f o r  
F i r s t  A i d , B lo od Boning ©to®, w i l l  b© c re d ite d  f o r  th e  tim© 
booked and a u th o ris e d  by s u p e rv is io n  a t  th e  rat© ©f 100 perform ance. 
F o r  payment o f  tim© due t o  a c c id e n ts  a t  work which involv©  
v i s i t s  t o  h o s p ita l  f o r  treatment® See APPENDIX F®
8 . PROCESS ALLOWANCE
F o r  machine operation©  process allow ance c o ve rin g  unoccupied- 
machine c y c le ,tim e  w i l l  be c re d ite d  a t  a 133 perform ance,  t© 
enable th© o p e ra tiv e  to  m a in ta in  t o  o v e r a ll  133 performance# 
O p e ra tive s  i n  r e c e ip t o f  process allow ance are re q u ire d  t© 
perfo rm  o th e r work w it h in  th© process allowance time®
9 o F I X ED  CYCLE MACHINES
VJker® an o p e ra tio n  i s  c o m p le te ly c o n tr o lle d  (i#@ i n  excess o f  90$ )
C o n t’ d
by a f i x e d  c y c le  tim e and such th a t  an o p e ra to r i s  pre ve nte d 
from  exceeding a 133 performance i n  any circum stance s, a 
p o l ic y  allow ance w i l l  be n e g o tia te d  between s u p e rv is io n  and th© 
o p e ra to r concerned®
10 * BONUS CALCULATION
( a )  A l l  s a t is f a c t o r y  o u tp u t q u a n titie s  i n  the bonus p e rio d  
are m u ltip lie d  b y the a p p ro p ria te  A *M *¥ is  (Allo w e d  M inute 
Values)© To  t h i s  t o t a l  i s  added c r e d its  f o r  w a it in g  tim e 
and o th e r item s a t th© a p p ro p ria te  performance g ive n  &bov®• „
The r e s u lt in g  f ig u r e  i s  known as th© ’ TO TA L C R E D IT ’ S ’ *
(b ) T h is  i s  d iv id e d  b y th© t o t a l  clocked hours and performance 
c a lc u la te d  as fo llo w s  s -
P E R F O R M C S ' = T O TA L CREDITS X  100
CLOCK HOURS X  60
( o )  Bonus i s  then c a lc u la te d  as s -
BONUS = Rate f o r  la b o u r grad© X  (perform ance -  100)
X  T o t a l  C lo c k  Hours i n  the p e rio d *
NOTE 8
The perform ance i s  reduced b y  100 as we are d e a lin g  w ith  
bonus. The base r a t e  payment w hich cover© th e  f i r s t  100 
p o in ts  o f  performance i s  c a lc u la te d  as s -
Base Rate »  In c e n tiv e  Base Rat© f o r  la b o u r grad© X  T o t a l  C lo c k  Hours
40
The bonus and Base Rat© weeks w i l l  n o rm a lly  end a t  6*45 P*® 
on Th u rs d a y * Wages f o r  t h a t  week w i l l  n o rm a lly be p a id  out on 
F r i d a y  o f  th© f o llo w in g  week® S p e c ia l arrangements w i l l  be mad© 
f o r  weeks in c lu d in g  S t a t u t o r y  Holidays®
11O BONUS RATES
Each  la b o u r grad© has i t ’ s own bonus rat© * These ar© g ive n  
i n  Appendix A *
12  * Q U A LIT Y
C r e d its  f o r  com putation o f  bonus w i l l  o n ly  be g ive n  f o r  work 
w hich i s  o f  a q u a l i t y  s a t is f a c t o r y  t o  Management® F a u l t y  work 
(du® t o  the © perator/s) w i l l  be re q u ire d  t o  b© r e c t i f i e d  b e fo re  b e in g  
a c c e p te d , o r w i l l  n o t be aocepted®
Where f a u l t y  work i s  re q u ire d  t o  be r e c t i f i e d , o r i s  n o t a c c e p ta b le ,
a p p ro p ria te  deduction© w i l l  b© agreed between th© o p e ra to r and/or
/
G o n t’ d
/to
gang le a d e r , s u p e rv is io n  and inspection®
Management re s e rve  the r i g h t  t o  suspend th e  o p e ra tio n  o f  th e  
In c e n tiv e . Scheme i n  the even t o f  a d e t e r io r a t io n  o f  th e  q u a l i t y  
o f  p ro d u c tio n *
13® IN D IR EC T  OPERATIVES
I n  due course In d ir e c t  O p e ra tiv e s  w herever p o s s ib le  w i l l  
have w ork va lu e s  f o r  t h e i r  work and w i l l  th en  ©am bonus i n  
th e  normal manner®
In d i r e c t  operative©  d i r e c t l y  a tta ch e d  to  a p ro d u c tio n  s e c tio n  
e * g . S e t t e r s , Le a d in g  Hands# f o r  whom no work va lu e s  are is s u e d , 
w i l l  be p a id  on a bonus equal t o  th e  average pay perform ance on th e  
o o s t c e n tre  t o  which th e y  are attached®
I n d ir e c t  o p e ra tiv e s  n o t d i r e c t l y  a tta c h e d  to  a p ro d u c tio n  
s e c tio n  e®g® In s p e c to rs  & S to re k e e p e rs , w i l l  be p a id  a bonus ©qual 
t o  th e  ayerag© pay perform ance o f  th e  whole factory®
NOTE
T h is  does n e t ©seclude th e  in t r o d u c t io n  o f  in d iv id u a l  o r group * 
in c e n tiv e  goh©m$s based on Work Measurement, and o th e r f a c t o r s  
t o • Hr 3BE U I  # D  P R O IX JC T iy ifY  P A L . A F P T O X  D®
(14 a ) GROUP WORKING
Where pp$.ta,$&yes ^ o rk  i n  a g ro u p , a performance w i l l  be 
c a lc u la te d  f o r  th© .group o f  o p e r a tiv e s , and ©&ch o p e ra tiv e  w i l l  
be p a id  a t  th,® perform ance f o r  a l l  hours worked i n  th e  groupa
I n  th e  event o f  an o p e ra tiv e  w orkin g  b o th  i n d i v i d u a l l y  and i n  
a g ro u p , 'in  th© semi® bonus p e r io d , c r e d its  f o r  the w ork don© i n  
each group ( i n  aocordanco w it h ; th e  tim e s p n t  i n  th a t  group and 
th© perform ance o f  th© group) w i l l  be combined, to g e th e r w ith  the 
i n d i v id u a l  work don®, to  g iv e  an o v e r a ll  performance f o r  th© week®
An .example o f  t h i s  typ© e f  c a lc u la t io n  i s  g iy e n  i n  A ppendix b ®
Group w o lfin g  .w i l l  ;b© exte nded d.h .lih© K it h  th e  and P r o d u c t iv it y  
■ Deal 1971 o ■ 'So©' Appendix l)p • '
( l i b ) IN D IV ID U A L WOBKHIG
%fh$TQ.h p e ra tiy ® h "Vpvfe .^s i n d iv id u a ls  a p.erfo^m n°©  w i l l  be 
s t ip u la t e d  f h '# t a f e d  i n  O lau sf- 3 o f  t h i s  a^r©;emsnt§
( 15) T R A IN IN G
(Sf- m m  EMPhQ^D OPBRAIIVEg ■
N ew ly employed o p e ra tiv e s  w i l l  b© p a id  d u rin g  t h e i r  t r a i n i n g
' " • ■ . ■  . • • - Cent?
7 -
p e rio d  i n  accordance w ith  agreement No* 7
( b ) TRANSFERRED OPERATIVES
( I )  Any o p e ra tiv e  who i s  tr a n s fe r r e d  a t  Management re qu e st
w i l l  re c e iv e  d u rin g  h is  t r a i n i n g  p e r io d , bonus equal to  ,
a 133 perform ance« F o r  the method o f  d e te rm in in g  the 
t r a i n i n g  p e r io d , see agreement N o *15*
The maximum p e rio d  d u rin g  which bonus a t  a 133 performance i s
guaranteed i s  se t out i n  the Work S p e c ific a tio n  f o r  the s e c tio n
concerned
( I I )  Any o p e ra tiv e  who i s  tr a n s fe r r e d  a t h is  own re quest w i l l  
i f  r e t r a i n in g  i s  n e c e s s a ry , be tx’ @ated as a Newly Employed 
O p e ra tiv e  (See Agreement l o f t )
( i l l )  Any o p e ra tiv e  re q u e s tin g  a t r a n s fe r  must put h is / h e r
re qu est i n  w r i t i n g  t o  the ire foreman and to  the Pe rsonnel 
Departm ent* la c h  re quest w i l l  be considered on i t ss m e rits  
and ac c o rd in g  t o  p ro d u c tio n  requirem ents and vacancies®
16* operatives leaving
Any o p e ra tiv e  le a v in g  th e  company w i l l ,  where c a lc u la tio n  o f  c u rre n t 
. weeks perform ance i s  n o t p o s s ib le , be p a id  bonus f o r  h is /h e r; f i n a l  
week a t th e  average rat© earned i n  th e  f o u r  p re vio u s weeks*
F o r  the number o f  d a y s , base r a te  and bonus to  be p a id . 3©© 
Agreement No®130
17 * g e n e ral
N o th in g  i n  t h i s  document s h a ll  be ta ke n  as i n  any way m o d ify in g  
e x i s t i n g  agreements between Management and U n io n s , n or i n  any way 
p r e ju d ic in g  any fu tu r e  n e g o tia tio n s *
NOTE 8- T h is  docum ent.is not l e g a l l y  b in d in g *
RGo oo oeeoo. o. oe. *
7 th F e b * 1973
GENERAL
Xol
1.2
It is agreed that this Agreements
1*1.1 establishes fair payment levels for all categories of
employee based on job grading mid acceptable differentials 
between job grades;
1.1.2 provides, wherever practicable, financial incentives for
employees related to performance and a payment system for 
w orkers ,
1.2.1 Th© grade structure consists of grades covering all
hourly paid jobs. Appendix II lists the jobs, in each grade, 
Tim© workers and incentive workers in th© same grade will 
the same basic rate.
I.2.2 An appeal against the grading of a particular job based on 
th© job content will be considered in the manner specified 
in Appendix ’A? of the domestic procedures document.
1.3.1 . It is agreed that emplojrees id.ll transfer between jobs to 
* • meet fluctuations in production requirements and to cover
for absentee!em. The subsequent sections define the payment 
conditions following a transfer of job.
1.3°2 Transfer within a ffrad©
Each employ©© can be required to undertake koy job within 
his/her grade, provided that;
i, proper training and instruction are given on transfer 
to the new job.
ii. adequate arrangements are mad© to protect bonus 
earnings»
1.3°3 Temporary transfer to a higher grad©
An employ oc? may b© transferred temporarily to a job in a 
. higher grad© when a temporary vacancy arises (eg. through 
absenteeism or short tarn production requirements). Th© 
pay rates for th© higher grad© will take effect immediately 
on transfer and will oeas© when the employee returns to M s /  
normal job.
SECTION «Cfl ~ MiTBOUS OF PAUSES® (Continued)G3Mg£aa^fflMKigE3E aygysssCT:TO^oaagassaa  ^ *
GENERAL (CtaatimiGd)
lo3 Grad© Tmmofero '• (Continued)
I® 3® 3 o Tggaporasy transfer to a higher grad© (Con timed)
If# a© a result of such a transfer, th® ©©ploy©© suffers a 
reduction in average hourly ©armings „ th© employ®© will bo 
paid at a rat© equivalent to his/her aveocnge hourly ©eraing^ 
for th© previous four weeks at th© lower grade fox’ a ported 
not exceeding four weeks from th© date of - transfer.
"Average hourly ©arming©" eonsisto of basic pay plus.bonus 
©r .tie® work proiatup but excludes ovortio® preaii®.
1*3®4 TospoBagy transfer to a low
transferred temporarily to a job in a 
lower grad© when a temporary vacancy ari©©® through 
abDontooisn or short term production xequixeraenta)* While 
on ouch work th© employee will receive th© pay rat© for hi© 
morosl job.
Tlx© lower rat© will only be applicable should the tsansfev be3 
io at th© employe©8 © own request, or
ii* as the result of a certified'medical coaditiomo
3> • 5 • 5 Permanent transfer to a higher grad©
Am employe© may b© transferred permanently to a job in a 
higher grade when a permanent vacancy arises! and vixen his/ 
her performance ha® been approved by Management. The pay 
for the higher grade will taka effect from 
t r a n s f e r*
PQSQBaont transfer to a lower
Mi ©aployee may b© transferred permanently to a job in a 
lower i
at th®. employ®©9© oim requests or
duo to a empower surplus9 ©q© Pag© 09 para 2*2*2. 
Temporary transfer® of operatives i@ already dealt 
with above. Permanent transfer due to a' oanpower 
surplus must b© r®f©rr©d to th© Production Mamgor 
by the Departmental Manager * Th© Production Manager 
in joint consultation with th© Senior Stewards and 
osd Op@s?ator(s) concerned will arrange such transfer©„
Bvexy effort will bs mad® to match job grades but 
where down-grading is th© result ©f any such movess 
then th© four week Protection of Earnings will apply* 
Sh© operator®* names will b© entered into a register 
maintained by th© Production Manager and Senior 
Steward© jointly* and they will receive priority in 
th© ©vent of any higher graded jobs becoming available*
-  3 -
s e c tio n  ~ «.c* ° w w rnm  m  m m sss  (ooatiaw sd)
G W B tili (CcmtinsnsS)
1♦3 flradft Tgqnffiffeg® (Geatisnaod)
1.3.6 gosaBamt t m n M es to a lm?og grad© (ContisngsA)
ii. .Whoso Bos?© than too poopl© ©a tho register aso 
(conto considered for & m h  a veoanoy, then length
of 0©:svio© shall dotera&n© who is ©ff©r©& first 
opportunity. Sooh vaoanoibQ will b© advertised 
©m a oontxal vmmnoj hoard, ©r
ill* if th© employe© is uaabi© .to perform th© higher 
grad© job 'to th© satisfaction of $ksm$mmt<>
Tho jpy m t e  for th© higher grad© will b@ oaintaincd £w@m 
tho dot© of transfer for a period of four wools®, after which 
th© p@y rates for th© louor grad© will apply*
1Q3°7 Job grade StnaofogQ
lofor to ©chGdulG® maintained in Works or Fre&uction 
Maas^er’© ©ffio© for details of all jobs and grades.
SECT! 01 'C* - M H 0 D8 OF PAB1B1T (Con timed)
QENERAXa (Continued)
1®4 Junior Ratos
Junior ratm  apply to hourly paid employees othere than apprentices, 
Those employ©©© will be paid the following proportion of th© adult 
'basic rat© and bonus rate or time work premium for their job grades
Age Percentage of Adult Rat®
20 Adult
19 Adult
IB Adult
17 80
16 70
15 60
1 * 5 Starting and' Training Rates
1.5*1 A new starter requiring training will be paid the basic
rat© for the lowest job grad© (Grade l) during the initial 
training period for their job or for four weeks whichever 
is th© shorter,
1,5®2 lew starters who can satisfy Management that, by virtue of
their previous experience and/or training, they are ©quipped 
to carry out work in job grad© 2 or above, may be started 
in the appropriate grade subject to a vacancy existing in 
that grade,
105®5 Progression through the grades will depend on vacancies
being available and the suitability of th© applicant,
Xo5®4 An employe® undergoing training for a higher-graded job
will b© moved progressively through the job grades to reach 
the appropriate job grade at the satisfactory completion 
of training,
1.5*5 An existing employe© undergoing unproductive retraining for,
a higher graded job will be paid at a rat© equivalent -bo 
his/her average earnings over a normal working week on th©
■ basis of the previous four weeks. Progression toward® the 
higher job grad® may bo mad© as specified in 1.5®4s above.
SECTION 9C' -  METHODS OF PAYMENT (C ontinued)
GENERAL (Continued)
1.5 Starting and Training Hates (Continued)
!o5»6 An existing employee undergoing unproductive retraining for
job© in the same job grade will be paid at a rate equivalent 
to his/her average earnings over a normal working week on 
the basis of the previous four weeks. The length of the re­
training period will be at the discretion of the Training 
Manager.
Ic5«7 An employe© training another will be paid at a rate equiva­
lent to his/her average earnings over a normal working weak 
on the basis of the previous four weeks for the time involved*.
TIME YJORIC PAYME1T
2.1 Time workers will be paid at the appropriate basic rate for their grade 
plus a time work premium. Th© time work premium will be 15$ of the 
basic rat© for the job. Time workers' rates as?© shown in Appendices 
III and If.
INCENTIVE -WORK PAYMENTS 
3*1 General
3.I d  Individual or group incentive payments, related to the
performance of the job holders, will be introduced wherever 
appropriate. Payment will only be mad© for good work* Payment 
for rejected work, not th© operator's fault, will b© at the 
discretion of th© supervisor of th© line oonoexne&o
3d.2 The bonus earnings at standard performance (lOG BS) will be
20$ of the gross earnings for 40 hour© for all employ©00 on
incentive schemes, (see Appendices V and VI), The ssmo 
bonus rat© will apply for performance within each 5 point 
band, (eo© Appendices VII and VIII)„
5 9 2 Payment for Waiting Time„ tTnm®gtgng®& Work and Experimental Work
5°2 d  Each oocurenoe of waiting time must be recorded on the
employ©©9s daily work sheet and authorised by ih@ operator's 
issao&iat© supervisor.
INCENTIVE WORK PA 1H TS (C ontinued)
3 °2 Payment for Waiting Tim©. Unmeasured Work and Experimental Work (Cont * d)
3.2*2 Hours on unmeasured work will.be paid at time work rate, 
and authorised wating time will b© paid at th® employee’s 
basic rate for the grad® for those hours, that is 80$ of 
th© employe©9® ©armings at standard (100 BS)*
3o203 Tim© on experimental work vri.ll b© paid at a rat© equivalent
to th© average hourly earning© over the four previous week's,
3°3 learning Allowances
3°3°1 An employee undergoing training or re-training and producing
good work against measured standards will receive learning 
allowances for a predetermined period.
3.3*2 During the learning period, the employee’s actual performance
will be calculated daily against the measured standard, A 
learning allowance will then be added determined ae follows*
Learning Allowance «o 75$ ^  (100 - actual operator performance)
The pay performance x-ri.ll equal the actual operator perform­
ance plus the learning allowance.
The pay performance will b© used to calculate the bonus rate.
3°3*3 An employe© under training who achieves an actual operator
performance,above 100 BS xri.ll not receive learning allowance 
for that
OTHBI PATOTS
4.1 Shift Premium
4.1.1 Shift premiums xri.il be paid in accordance with National
Agreements. These premiums will be calculated on the basic 
rate for the job grade and age.
4*1*2 The shift premiums for night shift mid evening shift working
ar® ©et out belows
I* Night Shift Premium is Oil THIRD of the basic
for the normal night shift hours, (see Appendix X),
ii0 Evening Shift Premium is PIE FIFTH of th© basic rat®
for normal evening shift hours, see Appendix X).
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r
S B C T I Q N  (CV - M M O^S OP PAYMENT (Continued)
O T H E R  P A Y M E N T S  ( Continued)
4.2 Overtime Premium
4.2.1 Overtime premiums will be paid in accordance with National
Agreements. These premiums will be calculated on the basic 
rat© for the job grad© and age.
4*2,2 Overtime premium is paid for hours worked in excess of the
normal working hours of the day. In th© ease of lateness# 
overtime premium will not normally be paid until the hours 
worked exceed the normal working hours,
4.20 The overtime premiums are set out below s
io Say Shift Overtime Premium is ONE THIRD of th© basic, 
rate for the FIRST TWO hours worked before or after 
normal day shift hours 8 and ONI HALF of the basic rat© 
for any additional hours,
11o Night Shift Overtime Premium is ONE HALF of the basic 
rate for hours worked before or after normal night 
shift hours during the week,
ill. Evening Shift Overtime Premium is ONE FIFTH of the
basic rate for the FIRST FOUR hours worked before or 
after normal evening shift hours, and thereafter as 
for Day Shift, i@. ONE THIRD of the basic rate for 
the NEXT W O  hours and ONI HAL? of the basic rat© for 
any additional hours,
iv„ Saturday Overtime Premium is PHD HALF of th© basic 
rat©,
v. Sunday Overtime Premium is FULL basic mt©,
4®3 Long Service Cash Bonus
A cash bonus will continue to b© paid annually, to those hourly paid
employees who qualify as defined from time to time in Appendix IX.
Holiday payment will be mad© in accordance with the arrangements 
defined from time to time in Appendix X,
1 ' 2 3 4
Basic
Rat©
Hourly 43® 16 45*49 47*82 50ol5
Bonus Rat® 
at B.S.
P©rf omii@Q s
83 - 87
'
2 o 69
'
2.85 2,98 3 ® 14
80 - 92
. 5o40 5°69 5*98 6.2?
93 - 97 So 10 8.52 8.97 9*40
98 - 102 10.79 11 o 37 llo95 12o54
103 - 10? 13.48 14*22 14®94 15*68
108 - 112 16.18 17,06 17*94 18.81
All rates an© Wmr P<sae§ .tasr
APPENDIX VIII 
SOTO HATES - FEMALE
_ =» fcjpa c»cs»«s» <=><=•=» GRADE _ _ _  |
-- r-mpi 1 I
1 2 3 4 5 6 ,
Basic
Rate
Hourly
37.76 39*00 41*84 43*88 45*93
|
51o03 |
Bonus Rat© 
at B.S. 
Performances
.
|
85 - 87 2.56 2*49 2*61 2*74 2 087 3*19 I
88 - 92 4°72 4*97 5*23 5*48 5*74 6* 58
93 - 97 7*08 7*46 7*84 a. 23 8.61 9*57
98 - 102 9*44 9*95 1 0 .4 6 1 0 ,9 7 11*48 12o?6
103 - 10? 11.80 12.44 13*07 13*71 14*35 15*94 |
108 - 112 14.16 14*92 15*69 16*45 17*22 19*13
!
All rates are New Pence per horn?
APPENDIX X 
A 0Eo
REVISED WAGES SYSTEM FOR HOURLY PAID OPERATORS
INITIAL GRADING .
A Production operator will be graded in one of five grades depending 
on age, as detailed in Appendix A c The initial gx’ading will be in 
relation to current performance for existing operators® New staff will, 
without exception, always be placed in Grade 85*
UP-GRADING
Movement to a higher grade will be dependent on operators performance 
which will he measured and published weekly®
Should actual performance be in excess of five points more than the 
existing grading for two consecutive weeks, the operator can apply for 
up-grading to the next grade® The up-grading will be only for five 
points at any one time®
The two consecutive weeks together must consist of at least 70 
production hours for a full time operator, or in the case of a part-time 
worker, productions hours must equal 87|$> of normal working hours®
Production hours do not include shop work, waiting time or absence 
from work®
DOWN-GRADING
If there is a reduction in performance in excess of five points the 
following procedure will applys-
(a) After two consecutive weeks, the operator will
be personally informed of the situation by the 
supervisor®
(b) After three consecutive weeks the operator will be
informed by letter®
(c) After five consecutive weeks the operator's grading
will be reduced to that corresponding to actual 
performance in the 5th week to the nearest higher 
position on the scale, i®e® if performance is 86 
the operator will be placed in grade 90®
(d) The revised weekly rate of pay will apply from the
beginning of the 6th week®
GUARANTEED WAGE
The wage rate applied to each grade will be guaranteed to an 
operator until it is either revised by up-grading or down-grading®
This rate of pay will be used for calculating overtime payment and 
for holiday pay®
OPERATOR PERyQEMAHCi: CONTROL
The job card procedure is used at present will continue and each 
operators weekly performance measured* A full schedule of operators 
performance will be published at the end of each week*
MTRODU0TION OF M  SYSTEM
(a) The initial grading of existing operators m i l  be
based on average performance over a period of six 
weeks from tne week commencing 6th January 1968*
(b) The existing times allowed for each job will require
revision to sucJbt an extent tnat an average operator 
placed on grade 100 will be able to achieve 100 
minutes work in a Standard Time Allowed of 100 minutes 
(plus a possible time allowance for fatigue)*
•WAGES SYSTEM
Examples of the calculation of operator performance is shown 
in Appendix B and definitions of the terms used are as follows s~
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The five operator grades are based on a 5°Jo difference from an 
average operator i*eQ an 85 Grade operator is 15$ below average 
and a Grade 115 operator is 15$ above average*
' Standar’d Job Time
This is tne time allowed for an average operator i0e* who is 
in Grade 100*
Points Rating *
To calculate tne points rating time saved or lost is expressed 
as a percentage of Standard Job*Time*
Actual Operator Grading
The actual grade of each operator for the weeks performance 
is calculated by adding or deducting the points variance to or 
from the operators grade*
3SYSTEM
Operator Grading
(A) Standard Job Time 
Time Taken
• (B) Time Saved
Lost
Operator Rating
Variance in Points 
CB) as % of (A)
ACTUAL OPERATOR GRADING
EXAMPLES
Operator Operator Operator
A B 0
90 100 110
100 mins. 100 mins. 100 mins,
106 mins. 103 mins. 84 mins.
16 mins.
6 mins. 3 mins.
(6) (3) 16
94 97 116
